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SUMMARY
This thesis addresses the question of organisational values in a university setting. 
Value statements are common in contemporary organisations, but studies of the 
extent to which these statements are observed in practice are rare. Although there 
have been a number of studies which have asked academic staff about their 
values, no such studies could be found which attempted to track observance of 
espoused values. This thesis addresses that lacuna. It reports the development of 
a set of value statements for the Faculty of Health Sciences at La Trobe University 
in Melbourne, Australia. It then reports on a survey (response rate 39%) which 
asked academic and administrative staff the extent to which they endorsed the 
values statements, and the extent to which those values were observed in practice. 
Factors which might inhibit value observance were also elicited.
In brief, the study found a very high level of endorsement of the developed value 
statements, and also relatively high levels of value observance. Differences were 
found in the level of value observance in different Schools, in different types of 
work environments (especially between Centres which had a research-only focus 
and Schools responsible for both teaching and research), and between 
administrative and academic staff.
A particular focus of the thesis is drawing out the implications of these findings for 
the management of the Faculty. The thesis therefore concludes by making 




Chapter 1: Introduction and Literature Review
This thesis reports an analysis of a questionnaire of values held by staff. The 
questionnaire was developed as part of a Faculty planning study. This chapter 
introduces this thesis. It first outlines why I have come to study the issues of 
values in a University Faculty setting, then sets the scene by reviewing the 
literature on values in organisations, and universities in particular.
Project antecedents
This thesis is for a professional doctorate in higher education management. One of 
the distinctions between a professional doctorate and a ‘traditional’ PhD is that 
research for a professional doctorate has more direct relevance and applicability to 
practice (Morley and Priest 2001, Neumann 2005, Sarros et al 2005). In my case, I am 
Dean of the Faculty of Health Sciences at La Trobe University and the research and 
thesis informs, and is informed by, my work role. The focus of much of the discussion 
of results and of the concluding chapters is generally on providing practical 
implications and learnings for me in my role as Dean. Because this thesis is for a 
doctorate, these implications and learnings are research-based. The thesis also 
recognises the importance of contributing to the broader literature.
The project itself has two work-related antecedents. First was an interest in staff 
morale in the Faculty of Health Sciences. Monitoring morale of staff or the 
organisational ‘climate’ is an important part of the management process. The quality of 
interaction with students can be determined by the quality of staff and it is therefore 
logical to expect that staff morale may impact on student satisfaction. Regardless of 
its impact on students, tracking morale helps management to identify problems faced 
by staff thus facilitating management intervention before problems cause greater 
dissatisfaction or impact on staff work performance. Measuring climate was therefore 
an area where I, as Dean, should focus attention.
The second antecedent was as part of the planning process for the Faculty. Rather 
than having a single, integrated Faculty Plan, the Faculty aimed to develop a suite of 
plans: a Teaching and Learning plan, a Research and Research Training plan, an 
International plan, and a ‘Values and Resources’ plan. The last planning document 
was to be an integrating one, identifying the agreed underlying values for the Faculty 
and the resources required to fund the other components. Ideally the ‘values’ 
component should have been completed first: to shape other strategies and to provide
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a framework for the other components. Unfortunately, University timelines caused us 
to focus attention on the other plans first. Nevertheless, because planning is cyclical 
on nature, the ‘values’ component of the current plan will be of use in the next iteration 
of the Faculty plan and will provide the framework for future planning.
These two antecedents came together in this study of values in the Faculty of Health 
Sciences. As will be argued later in this introduction, values, climate and culture are 
intertwined and indeed some authors have argued that they cannot be distinguished. 
This chapter provides the background for the study of values in a university. In brief, 
the thesis reports a secondary analysis of data collected from staff in the Faculty of 
Health Sciences about their values and the extent to which they are exhibited in the 
modus operandi of the Faculty. One of the questions in that survey asks about a value 
of collaboration ( ‘Working together co-operatively and respecting each other1). This 
question, in particular, illustrates the link between issues of morale and climate and 
issues of values: staff answering negatively about whether this value is exhibited are 
also reflecting on issues of organisational climate.
Collegiality is often seen as one of the defining characteristics of the work environment 
in universities, and of academic staff in particular. Asking about whether the value of 
working together collaboratively is observed in practice can therefore be used to 
provide a measure of the collegiality of a workplace. Collegiality is of course affected 
by a number of factors, including aspects of the leadership and management, and 
analysing the results of this question again illustrates how this thesis will contribute to 
knowledge of relevance to me in my role as Dean.
The working environment of university staff
A satisfactory working environment is important for any employee. Many aspects of 
the environment can make a person’s job and their working life a positive or a negative 
experience. Factors in the working environment can act to motivate and encourage a 
staff member or can demotivate. The support services provided can make a staff 
member’s life easier or can hinder performance of a staff member’s duties.
Universities are no different from any other organisation in this regard: the 
performance of academic and general staff will be affected by factors in their 
environment. Academic staff have a significant amount of control over their own 
working life and have significant flexibility with respect to the way their workday is
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structured, and also the focus of their research activities. However, increasingly, the 
structure of the academic staff member’s day is being regulated through industrial 
negotiations. At La Trobe University for example, Clause 28.3 of the Enterprise 
Bargaining Agreement provides that:
Many academic staff who are engaged in teaching and research require 
additional flexibility, therefore, academic members of staff will be entitled to 
the equivalent of up to one day in every five working days for carrying out 
appropriate research work off campus. Full-time academic staff who 
require more than one day in every five normal working days to engage in 
research or other academic activities off campus will need to obtain 
approval to do so from the relevant Head of School.
Working off campus is also now regulated by Occupational Health and Safety 
requirements. General staff are achieving greater flexibility with increasing numbers of 
part-time jobs and flexi-time arrangements.
Despite this flexibility and autonomy, the work environment still has a significant 
impact. There are a number of aspects of the working environment of staff at 
universities that can create harmonious work environments or the obverse.
Blackburn and Lawrence (1995), for example, undertook a very comprehensive study 
of U.S. academics. Their theoretical framework incorporated consideration of the 
environment (both environmental conditions such as finances and environmental 
responses such as levels of clerical support); attributes of the individual academic 
(demographic characteristics, discipline, career path, and the academic’s values); 
aspects of the local work environment (eg. credibility of the department head and 
colleagues) and social contingencies (eg. illness).
In this present study, I am concerned with the impact of values and culture on staff 
(see Figure 1.1).
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Figure 1:1 Organisational Environment Impacts on University Staff
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This thesis is premised on the view that the culture of the organisation, its values and 
the value fit between the organisation and the staff member are increasingly important 
factors in facilitating a healthy work environment, a healthy work experience and 
motivating or de-motivating staff. A second important aspect of the work environment 
is the nature of the management and organisational relationships in the workplace. 
Here, two levels of relationships are important: those of the immediate work 
environment (the department, school, etc) and the management and organisational 
environment of the whole university. Thirdly, the support services available to a staff 
member are also important. The support services include access to employee 
assistance programs, library facilities, computer support services, etc. These various 
factors are inter-related, that is, the values of the organisation will shape the nature of 
the management and organisational relationships and both will shape the extent and 
nature of support services. The relationship can also be reflexive as value fit can be 
affected by purposive decisions of management be they at the immediate, School-level 
or in the wider university. As will be in seen in this literature review, the leadership of 
an organisation has a particular role in transmitting and transforming the culture of the
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organisation (represented in Figure 1.1 by the dotted arrow). In this thesis, the focus is 
on one aspect of culture, specifically values.
Culture and values
The culture of an organisation has a profound impact on the functioning of the 
organisation, the way in which the organisation operates and the experience of the 
staff who work in the organisation (Ouchi and Wilkins 1985, Schein 1996). 
Organisational culture is all-pervasive and can be described in a number of ways. 
Fjortoft and Smart (1994) for example, described organisations in terms of clans or 
hierarchies. Finnegan and Gamson (1996) used differences in the ‘culture of 
scholarship’ to describe culture differences in four New England universities, and 
universities are replete with rituals and ceremonies (Manning 2000). Values can also 
be described at a number of levels for example, research vs. teaching orientation or 
ways of working together.
Hofstede (1990, 2001) has identified four manifestations of culture the first of which, 
values, defined as ‘a broad tendency to prefer certain states of affairs over others’ 
(Hofstede, 2001 p5). Values are invisible. Visible manifestations of culture occur 
through:
• Rituals (‘collective activities that are technically unnecessary’);
• Heroes (‘persons ...who posses characteristics that are highly prized in a 
culture’) and
• Symbols (‘words, gestures, pictures and objects that carry ... meanings 
recognized as such only by those who share the culture’).
Hofstede refers to the three visible manifestations as ‘practices’. Organisational values 
are often determined by the founders of the organisation and/or shaped by subsequent 
leaders (who may become organisational ‘heroes’). These values then affect current 
organisational members through shared practices (Hofstede 2001, p394).
The importance of enduring or core values was highlighted by Collins and Porras 
(1998) following a major study of eighteen ‘visionary’ companies that were more 
successful than their comparators. They identified that amongst other differences, 
visionary companies emphasised and held true to a set of core values. These values 
varied from company to company (i.e. there was no ‘right’ set of values applying
Stephen Duckett DBA thesis/5
across all companies) but in visionary companies these core values survived over 
successive leaders and through difficult financial periods. Values were reinforced:
• The visionary companies more thoroughly indoctrinate employees into a core 
ideology than the comparison companies, creating cultures so strong that they 
are almost cult-like ...’
• The visionary companies more carefully nurture and select senior 
management based on fit with a core ideology than the comparison companies’
• The visionary companies attain more consistent alignment with a core ideology 
-  in such aspects as goals, strategy, tactics, and organization design -  than the 
comparison companies’ (Collins and Porras 1998 p 71)
Several dimensions of organisational culture have been identified. For example, 
McNay (1995) has suggested a model based on two dimensions: the extent to which a 
university has loose versus tight controls or rules and the relative emphasis on policy 
and strategy (see Lapworth 2004 and Middlehurst 2004 for further applications of this 
model). McNay’s model yields four quadrants as shown in Figure 1.2.











McNay’s model identifies four cultural types:
■ An enterprise culture with an emphasis on the market-place, attention towards
external opportunities and relationships with stakeholders;
■ A corporate culture with a dominant senior management team;
■ A collegium, with a decentralised organisation with an emphasis on individual 
freedom; and
■ Bureaucracy dominated by rules, regulations and precedents.
A number of authors have suggested that universities in Australia are moving from a 
collegial to a managerial or enterprise culture (Marginson and Considine, 2000,
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Coaldrake and Stedman, 1998). This is evidenced by a proliferation of senior 
management positions (deputy vice-chancellors, pro vice-chancellors) and a de­
emphasis on collegial decision processes. Although vice-chancellors and their senior 
management teams have emphasised the benefits of the changes in university culture, 
academics exhibit considerable disquiet about the changes (Adams 1998) and the new 
‘corporate’ culture is seen to be antithetical to ‘traditional’ academic values (Giroux 
2002). Notwithstanding this, academics continue to value university employment and 
do not leave, even when they have the opportunity (Bellamy et al 2003).
External policy changes can affect the shape of an institution and this can also affect 
working life (Mahoney 1996, Yielder and Codling 2004). Dua (1994) studied 
academics at the University of New England that had recently amalgamated with two 
Colleges of Advanced Education. Thirty-two percent of his respondents reported “that 
the events related to amalgamation had produced too many changes in too shorter 
time”.
The disquiet about these policy and organisational shifts amongst academics is not
unique to Australia. Johnsrud (1996) argues
that there are three broad concerns eroding morale of faculties: the 
attack on their professional priorities, their lack of confidence in an 
institution to protect their personal and professional interests, and the 
erosion of their quality of life.
Universities operate within a regulatory framework determined by government, with 
different countries utilising different mixes of regulatory instruments with different levels 
of intervention. Ouchi (1980) suggested that organisations can rely on three different 
types of control structures: markets, bureaucracies and clans. Clark (1983) adopted a 
similar structure when he postulated three distinct mechanisms for coordination of 
university activity: market, state and academic oligarchy. Ouchi argued that different 
control structures are more efficient in coordinating different types of work 
environments as categorised along two dimensions: performance ambiguity (the ability 
to measure outputs) and goal incongruence (knowledge of the transformation 
process). Mannion et al (2005) present the match of control structures to the 
environments as shown in Table 1.1.
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Table 1:1 Efficient control structures and antecedent conditions
Ability to measure outputs Knowledge of the transformation process
Perfect Imperfect
High Markets/ Hierarchies Markets
Low Hierarchies Culture
Systems of control of universities through ‘culture’ (‘donnish dominion’ to use Halsey’s 
(1992) term), were almost the sine qua non of university life. As Middlehurst (2004) 
points out:
“The collegial image ... has exerted a powerful influence on the culture and 
functioning of academe even though many of its significant features are 
now more symbolic than real.”
Up to about the 1960s, Australian university control structures were essentially based 
on a culture or via the ‘academic oligarchy’ to use Clark’s terms. At the national level 
this was operationalised through a powerful semi-autonomous Australian Universities 
Commission. University internal control structures paralleled this with weak, often part- 
time Vice-Chancellors and strong academic control through powerful professorial 
boards. This predominant structural choice possibly reflected a perceived weak ability 
to measure key outputs (especially research quality), other than collegially, and the 
educational process for university was seen to involve a personal relationship between 
lecturer and student. This period was seen as the halcyon days of Australian 
university life and ‘culture-based’ systems of control became to be seen as the most 
legitimate and appropriate.
The external environment changes, however, and widening participation in universities, 
especially in the 1980s, led to changes in control structures with an increased 
emphasis on market-based external control mechanisms becoming increasingly 
evident, together with strengthened hierarchical control internally, weakening 
culture/clan or academic oligarchies. Recent changes to higher education policy in 
Australia have further strengthened markets and hierarchies at the expense of culture 
(Duckett 2004).
Elliott and Crossley (1997) have argued that the external environment can impact on 
organisational processes for example, including the way in which quality is assured 
and demonstrated. Increasingly, quality management incorporates an emphasis on 
measurement and quantification as opposed to internalised professional standards. 
This can cause conflict within organisations. Governments, key players in the external 
environment, are increasing their focus on university decision-making processes and
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governance structures that could affect the culture and modus operandi of universities 
(Tilley 1998, Lambert Report 2003).
However, it is probably not true that the external environment determines university 
culture. Volkwein et al (1998) studied the impacts of the regulatory environment of 
U.S. research and doctoral universities on administrative satisfaction. Their study 
controlled for state and campus characteristics. The study classified the 50 U.S. states 
into a “flexibility grid” in terms of the academic flexibility that was allowed to public 
universities within the state and the degree of academic flexibility and administrative 
flexibility. Their conclusion was:
Our investigation finds little direct relationship between administrator 
satisfaction and most state and campus characteristics, including the 
regulatory climate ... if the external regulatory climate does influence 
satisfaction the inferences appear to be indirect and small.
In a later study, Volkwein and Zhou (2003) found that the broader political 
environment, not necessarily related to the regulation of a university (such as the 
political culture of a state), was associated with differences in job satisfaction. This 
suggests that the relationship between the external environment and job satisfaction is 
quite complex.
Various factors may mitigate environmental effects. In particular, leadership of the 
university has a role in interpreting the environment and mediating the pressures and 
emphasis of the external environment in terms of how they will impact on the 
university’s culture, its internal environment and the work life of academics. Indeed 
Schein (1992 p1) suggests that ‘the only thing of real importance that leaders do is to 
create and manage culture’. Bargh et al (2000) also highlight the importance of vice- 
chancellors ‘engaging’ with the ‘fundamental values and ethos which underpins the 
operation of universities’; Weingartner (1999) suggests that academic administrators 
should act as role models in living out the ethos of the university. However, the 
leadership role itself is stressful (Johnsrud and Rosser 1999; Johnsrud et al 2000) and, 
indeed, Australian academic leaders may have more stressful roles than leaders in 
other countries such as the United States (Wolverton et al 1999; Wolverton et al 1999).
This shift in overall orientation and culture of an organisation may permeate all levels 
of the organisation and impact directly on the working life of academic staff. At the 
departmental level, the shift in orientation could be exhibited in deemphasising staff 
meetings and collective decision making processes and emphasising decisions by
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heads of department/heads of school. The culture of the whole organisation may thus 
impact on and shape the culture of the department.
There is some dispute in the literature as to the extent to which organisational cultures 
are amenable to change. Two schools of thought have been identified: cultural 
pragmatism and cultural purism (Frost and Gillespie 1998). Cultural pragmatism 
suggests that organisational leaders can change organisational cultures. Cultural 
purism in contrast, regards the organisation and its culture as identical, the 
organisation and its culture are so enmeshed that it requires organisational redesign, 
merger, amalgamation or takeover to shift the culture. However, Frost and Gillespie 
also note that “most organisations have multiple cultures, interpretations of which 
vary”. Thus, for example, different departments, faculties or campuses of a university 
could exhibit different cultures and that “members of different parts of universities or 
colleges may experience a culture in strikingly various and complex ways”.
However, the greater the extent of agreement about mission or values, the greater the 
organisational effectiveness. Fjortoft and Smart (1994) studied 334 four-year colleges 
and universities as part of an analysis of organisational effectiveness. In their study, 
they measured achievements in student progress (eg, educational satisfaction, 
academic development) and staff and administrator satisfaction. They found that 
organisational culture itself (in their study, cultures were described as clan, ad hocracy, 
hierarchy and market) as well as the extent of mission agreement had an important 
impact on performance. The nature of the impact however, varied with the type of 
culture but:
Institutions with high levels of mission agreement are perceived to be more 
effective than those with either medium or low levels of agreement in terms 
of students academic and career development, employment satisfaction of 
faculty administrators, smooth internal functioning and acquisition of 
resources from their external environments. This suggests the importance 
of building consensus in terms of how the collegiate community defines its 
mission (Fjortoff and Smart 1994 p. 441).
In a similar vein, Smart and St John (1996) also showed that the effectiveness of the 
four cultural types used by Fjortoff and Smart was enhanced if there was a closer 
alignment of management practices and cultural values of the organisation (Smart et al 
(1997) had similar findings).
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Creating the culture and transmitting values
As Hofstede (1990, 2001) argued, values are one of the four manifestations of 
organisational culture. Organisational culture and values can be transmitted in many 
ways, for example, through leadership statements and/or through developing and 
agreeing a mission statement for the university (Mouritsen 1986). Statements of 
organisational values are becoming common in many organisations (Kabanoff and Holt 
1996) and their use is recommended in popular business periodicals (e.g. Lencioni 
2002). Clear value statements for public servants are assumed to facilitate integrating 
value considerations into public service decision making (Kernaghan 2003). Company 
value statements can aid in recruitment, especially if backed by statistical evidence of 
adherence (Highhouse et al 2002). Although the value base of universities is (still) 
different from for-profit businesses (Weingartner 1999), value statements can also be 
used as part of effecting change in universities. For example, Syracuse University 
developed and articulated five core values (quality, caring, innovation, diversity and 
service) as part of its restructuring program (Shaw and Lee 1997). Universities are 
complex organisations with multiple goals and so clarifying and promulgating realistic 
goal or value statements can be fraught (Patterson 2001).
The most powerful element of culture and its transmission is at the level of the 
department (referred to as the immediate management environment in Figure 1.1). and 
the role of departmental leaders is thus critical (Knight and Trawler 2000). 
Departments typically are created because of discipline cohesiveness and the every 
day work of an academic is linked to the other members of the department, especially 
with respect to teaching. Departments typically, like self-management teams in 
industry, “contain a high degree of decision making autonomy and behavioural 
control... and much greater emphasis is placed on control from within the group rather 
than control from outside” (Eckel 1998). Discipline culture will in some cases be 
stronger than institutional culture (Valimaa 1998), although disciplinary culture may 
affect different aspects of an academic’s working life and impact less significantly on 
job satisfaction than organisational culture. There are significant differences between 
disciplines (Becher and Trawler (2001) pursuing the ‘clan’ metaphor to refer to different 
academic ‘tribes’) and Silver (2003) has argued that disciplinary culture can be so 
strong that it displaces university culture as a useful explanation of differences 
between universities. The culture of a department may be amenable to change 
through bottom-up strategies, if initiated by a cohesive and motivated group of staff 
(Thomas and Willcoxson 1998).
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These differences in disciplinary culture are accompanied by variation in effective 
leadership styles across disciplines (Kekale 1999). Similarly, different leadership 
styles are appropriate in different organisational cultures “whereas some cultures help 
an organisation cope with environmental changes, others can obstruct necessary 
adaptation to external changes” (Sporn 1996 p. 55). Sporn suggests that “by 
understanding and developing cultural conditions universities can become more 
competitive”. Importantly, there is some tentative evidence that more positive 
departmental cultures can act to improve departmental performance: Ramsden (1994) 
finding a positive, albeit weak, relationship between a ‘cooperative work environment’ 
and measures of research productivity.
Organisational culture and job satisfaction
Because of the core nature of the culture of an organisation, it will impact on job
satisfaction. Indeed it has been argued that satisfaction or ‘climate’ cannot be
distinguished from organisational culture:
Despite the large number of studies into climate, attempts to define 
the construct in a way that differentiates it from culture has proven 
problematic (Wallace et al 1999).
A more satisfactory approach has been adopted by Allen who suggested a distinction 
between climate and culture. He argued that organisational climate and the work 
environment is
more shallow, forming more quickly and altering more rapidly ... Organisational 
culture... is more resistant to change as a result of short term variations in the 
environment (Allen 2003).
Oshagbemi (1996) reported that in the period 1981 to 1995 there were 843 studies of 
job satisfaction across a range of industries but only 42 of those were related to 
teachers and even fewer related to academics. However, there have now been a 
number of international studies of job satisfaction of academics, the most notable 
being that of Boyer et al (1994) that surveyed academics in 14 countries examining 
perceptions of student quality, professional activities and working conditions, including 
job satisfaction. This focus on ‘professional activities’, common to a number of studies 
of academics, again links culture and values to job satisfaction. The link between 
culture and job satisfaction can be seen in Johnsrud and Heck’s (1998) model where 
the quality of working life is impacted by both professional priorities such as whether 
they have tenure, their role and the time they devote to academic life, and the
Stephen Duckett DBA thesis/12
institution support including workloads, student support, and discriminatory practices of 
the institution.
Drawing on data from the Boyer et al (1994) study, Enders and Teichler (1997) have 
shown that there are significant differences in job satisfaction and working conditions in 
different countries. Enders and Teichler’s study examined academics in Germany, 
England, The Netherlands, and Sweden, and contrasted those with Japanese and U.S. 
academics. They found significant differences in working conditions including 
resources available, research activities and funding and class sizes across the 
academics from different countries. Similarly, they also found differences in the 
positions in the hierarchy in the different countries. Cultural differences in 
organizations between nations have also been reported in other industries (Hofstede 
2001).
Also drawing on the Boyer et al dataset, Lacy and Sheehan (1997) particularly focused 
on the Australian results and found differences in different disciplines ranging from 
16.5% of engineering academics indicating satisfaction with prospects for promotion to 
37.5% of humanities academics expressing satisfaction. Lacy and Sheehan 
developed five clusters of predictors of job satisfaction: atmosphere, research, 
teaching, administration and governance but they noted that “it is significant that 
almost 60% of the variance was not explained by the items contained in the models 
(predictors) used in this study”. They suggested “this is indicative of the elusive 
intangible nature of job satisfaction and further illustrates the apparent difficulties in 
defining the concepts and examining its relationship with other factors”. However, this 
may simply reflect a weakness in design of the questionnaire, for example, excluding 
questions that might have detected effects on satisfaction with promotion of perceived 
relative deprivation (Stouffer 1949, Runciman 1972).
Despite this pessimistic conclusion, many authors have found logical and consistent 
relationships in analysis of job satisfaction data. For example, Volkwein et al (1998) 
found that:
The important and statistical robust finding in our study is the solid and 
consistent connection between every measure of administrative 
satisfaction and the human relations aspect of university administration and 
the personal work stress exhibits a consistently negative association of 
satisfaction and an atmosphere of teamwork exhibits consistently positive 
satisfaction.
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Studying university work environments
There have been seven major Australian studies addressing aspects of the university 
work environment, particularly focussing on academic job satisfaction. Essentially 
these studies adopted similar approaches through developing one or more scales to 
measure the construct. The sampling frame for the studies included academics at one 
or more universities, and in one case was limited to Heads of Departments. A 
particular focus of these studies was academic job satisfaction. Tabie 1.2 summarises 
the methodological approaches of these studies.
Table 1:2 Recent Australian studies addressing academic work satisfaction
Paper Sample Questionnaire
Mahoney (1996) ■ Random sample of all 
universities.
■ 59% response rate (293 
respondents).
■ ‘4 page questionnaire’.
■ 29 items about effect of recent 
university changes; perceptions 
of job satisfaction.
■ No mention of pilot study.
Taylor et al (1998) ■ 38% response rate (411 
respondents).
■ 50 questionnaires with items on 
quality; teaching; research; 
academic freedom; work 
experience including level of 
satisfaction.
■ No mention of pilot study.
Wolverton et al (1999) ■ 1,680 heads of department 
across all universities 
(Australian sample).
■ 51% response rate.
■ Amalgamation of previously 
validated instruments: Chair 
stress; inventory; role conflict 
and ambiguity questionnaire; 
Chair Tasks Inventory.
Mclnnis (1999) ■ 2,609 academics, 38 
universities
■ 58.4% response rate.
■ Replication of 1993 study.
■ Focussed on workloads, levels 
of satisfaction, teaching and 
research activities.
Winter et al (2000) ■ 319 academics, single 
university.









■ Pilot study at same university 
including 12 semi-structured 
interviews.
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Dorman (2000) ■ 489 academics, 28 
universities
■ 87% response rate
“University Level Environment
Questionnaire”:
■ 42 items, 7 scales: academic 
freedom: concern for 
undergraduate learning; concern 
for research and scholarship: 
empowerment application; 
minimum conservatism; and 
work pressure
■ Differences identified between 
university types; discipline; 
gender.
Bellamy et al (2003) ■ 3,131 business academics 
at 38 universities.
■ 42% response rate.
■ Academic vocation (7 items)
■ Factors affecting why 
become/remain an academic 
(13 items including salary, 
autonomy).
■ Factors affecting work 
satisfaction (21 items including 
income, support services).
■ No mention of pilot study.
Because of their singular focus on job satisfaction, these studies address only this one 
element relating to culture and values. Although a number of the questionnaires seek 
information about the values held by academics, values and culture per se are not the 
principal focus of the questionnaires.
The findings of these studies provide a relatively coherent picture of academics and 
their issues of concern. Adams (1998) has synthesised three decades of Australian 
research on academic staff perceptions (see Johnsrud (2002) for a synthesis of 
American studies). She reports that Australian academics hold a core set of values 
that are reported consistently across a range of studies. These values include a 
valuing of independence and autonomy, and of the opportunity to make a contribution 
to knowledge. Studies conducted later in the period she reviewed (1968 to 1996) 
identified that academics were becoming more concerned that administrations were 
becoming more managerial and academics were also expressing dissatisfaction with 
changes in the nature and volume of academic workloads.
Interestingly, all these studies have focussed on perceptions of academic staff, with no 
reporting of the values held by administrative staff.
A number of broad conclusions can be drawn from this review of the literature:
• Culture, including organisational values, can have a clear impact on job 
satisfaction.
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•  Values ought to be articulated in ‘value statements’ and adhered to over time 
and from the perspective of the staff member.
• There are many different ways of conceptualising and describing cultures and 
values.
• Academic staff are aware of value shifts that have occurred over the last 
decade and are concerned about this.
• There may be differences in values in different parts of an organisation.
But these conclusions from the published literature leave much unresolved. Academic 
studies of culture and values have primarily been large scale, cross-institutional 
studies. Although important, they speak only to one type of knowledge: that of the 
academic researcher. Practitioner knowledge is also important (Yeatman 1996, Mullen 
and Kaminsky 2000) but the published studies provide little guidance to the practising 
manager about values held by staff in his or her organisation. The literature also 
shows that adherence to values is important; this suggests that managers should 
invest in measuring that adherence, but unfortunately there is little in the literature to 
give guidance to a manager about efficient ways of doing this.
Aims of this study
This reflection of the gaps in the published literature further informed this study. As a 
professional doctorate, this thesis is to contribute to ‘practitioner knowledge’, from my 
point of view preferably knowledge relevant to me as a manager in the Faculty of 
Health Sciences. The aims of this study thus became partly to discover ‘facts’ to 
inform management about the extent of support for the Faculty’s value statements and 
adherence to those values and partly to test hypotheses about those facts.
In particular, this study had five aims. The first two aims were about eliciting ‘facts’ on 
the current situation in the Faculty:
AIM 1. To measure and report on espoused values within the Faculty of Health 
Sciences at La Trobe University (with an expectation that a consultative 
process to develop value statements will yield high levels of support for those 
statements)
AIM 2. To measure and report on value adherence within the Faculty of Health 
Sciences at La Trobe University.
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The literature leads us to expect differences in espoused values between different 
groups of staff, principally reported in terms of disciplinary differences (e.g. Becker and 
Trowler 2001). Although the Faculty of Health Sciences is relatively homogeneous, 
there are intra-Faculty differences (an issue discussed further in Chapter 3) and these 
differences may be reflected in differences in espoused values. Similarly, we would 
also expect differences between units with different work emphases, in the Faculty of 
Health Sciences context this would be seen in differences between research centres 
and schools. These expectations lead to an aim of testing whether these differences 
are detected in the Faculty:
AIM 3. To test the hypothesis that there will be differences in espoused values 
between the different Schools and between different types of organisational 
units (Schools vs research centres vs Faculty Office)
As indicated above, the current literature does not shed light on whether values are 
shared by academic and administrative staff, leading to a fourth aim:
AIM 4. To test the hypothesis that there will be differences in espoused values 
between different types of staff (academic vs administrative)
A number of authors cited above have identified the importance of leadership in 
affecting culture and values. Within the Faculty of Health Sciences the different 
organisational units (schools, centres) function with a high degree of autonomy and so 
it is logical to expect that this could lead to differences in perceptions of value 
adherence. This leads to a fifth aim:
AIM 5. To test the hypothesis that there will be differences in value adherence 
between organisational units (reflecting the effect of different leadership, 
culture etc).
Staff may have different perceptions based on their experience in the University or 
their level of appointment and so these also factors need to be explored to assess 
whether analyses to test the above hypotheses should be standardised for these 
factors.
As noted at the beginning of this thesis, this thesis is for a professional doctorate 
designed to have relevance for me in my role as a higher education manager. It is my 
expectation that the findings derived from the aims identified will have direct relevance
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for me as a manager in improving my understanding of the Faculty of Health Sciences 
at La Trobe University and identifying areas for further action. Figure 1:3 illustrates 
this relationship













Aims 1 and 2 are about measuring and reporting on espoused values (Aim 1) and 
value adherence (Aim 2) in the Faculty. These aims are shown as the central boxes in 
the figure. The other three aims relate to the influences on the values and value 
adherence, summarised by an expectation that the type of work unit (Aim 3) and the 
work of the respondent (Aim 4) would be expected to influence both the identification 
with the value statements and also the value observance. Aim 5 identified a particular 
expectation that we may be able to detect differences between the organisational units 
in value observance (i.e. the work unit itself will have an impact).
Zeithaml et al (1990) have expounded a ‘gaps model’ for analysing service quality. 
This model, which underpins the widely used SERVQUAL questionnaire, which 
focuses on ‘discrepancies or gaps that need to be closed to offer excellent service’. 
Based on this approach, what is critical from a management point of view is the extent 
to which there are differences between espoused values and observed values (‘gaps’ 
in Figure 1:3). The larger these differences, the more staff will be resentful or suffer 
low morale.
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This thesis is predicated on the assumption that where significant differences are 
identified these differences should, prima facie, be interpreted as a cause for concern 
and provide a stimulus for management action to address the differences. The first 
step in management action should be to identify whether staff themselves believe that 
the differences warrant management attention; if they do, management needs to 
explore reasons for the differences.
The thesis overall has a focus on identifying the differences that occur within the 
Faculty, attempting to understand these differences, but with a particular interest in 
attempting to identify an agenda for action. This action orientation is reflected in the 
scope of the discussion in the results chapters, which gives priority to identifying 
practical implications of these findings. It is also highlighted in the concluding chapters 
of the thesis where academic explanations and implications are complemented by 
attention to the professional implications, as appropriate in a professional doctorate.
Structure of the thesis
The thesis is structured into three main parts, commencing with this introduction. Part 
I also incorporates a methodological chapter (Chapter 2) and a chapter on the context 
of the study, the Faculty of Health Sciences at La Trobe University (Chapter 3). Part II 
comprises the main body of the thesis and incorporates the results chapters: dealing 
with identification with the values (Chapter 4), and perceived adherence to the values 
in the immediate work unit (Chapter 5) and in the wider University (Chapter 6). This 
part also incorporates as Chapter 7 a special analysis of one school, Nursing and 
Midwifery, that was identified as aberrant in previous chapters. The final Part III 
provides the conclusion, recommendations and implications in two chapters. 
Supporting material is provided in Appendices.
In line with the requirements for the Doctor of Business Administration in Higher 
Education Management, Appendices are provided which incorporate “a critical account 
of their personal development over the DBA program” (Appendix 5) and “a briefing 
paper for management on precise conclusions and recommendations arising from the 
study” (Appendix 6, drawing on Conclusions Chapter 8).
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Chapter 2: Methods
This chapter reviews ways in which values in organisations can be measured. It 
reports on how the Faculty of Health Sciences’ values questionnaire was 
developed and the ethical issues associated with that. It also reports on the 
administration of the questionnaire and the response rate.
Research into culture and values, as with any research, can involve specific data 
collection for the purposes of the research (labelled by Hofstede (2001) as ‘provoked’) 
or can rely on pre-existing data sources (Hofstede labels this as ‘natural’). Hofstede 
highlights an important second distinction in the study of culture as whether the focus 
is on ‘words’ or ‘deeds’. These distinctions generate a two by two table of possible 
methodological approaches (see Table 2.1 from Hofstede, 2001 p5).






• Content analysis of 
speeches





• Analysis of available 
descriptive statistics
All cells of this table yield valid and appropriate research approaches with different 
strengths and weaknesses. The distinction between ‘words’ and ‘deeds’ is a 
particularly important one for the study of culture and values as there may be an 
important difference between rhetoric and reality. Adams’ (1998) synthesis of the 
Australian research showed that many academics disbelieve administrators’ rhetoric 
about the importance accorded to teaching by the university. The surveys reviewed by 
Adams thus provide an example of ‘words’ being used to cast light on ‘deeds’.
As the table shows, the study of deeds can involve analysis of the outcomes of 
resource allocation or other decisions as evidenced by organisational budgets and 
statistics. Study of ‘words’ can involve documentary analyses including analysis of
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speeches or, in terms of ‘provoked’ studies, interviews and surveys of organisational 
staff or stakeholders.
‘Provoked’ data can be quantitative or qualitative, both methods having been used in 
the analysis of culture and values. Hofstede (2001) for example, based his 
conclusions on a major study of IBM employees. His data were drawn from two 
rounds of employee surveys (1967 and 1973) with more than 116 000 questionnaires 
being returned from respondents in 72 countries using 20 languages. The analytical 
approach was primarily quantitative distinguishing value orientations (such as 
‘individualism’ and ‘collectivism’) derived from questions asking about the extent of 
agreement to statements such as:
• Competition among employees usually does more harm than good
• Company rules should not be broken -  even when the employee things it is in 
the company’s best interest
• Most employees have an inherent dislike of work and will avoid it if they can
Interestingly, values of Australian respondents were very similar to those of 
respondents from the U.S. For example, Australia ranked second only to the U.S. in 
emphasising individualism against collectivism. Whether Australian academics would 
exhibit the same value orientation as IBM employees is, of course, a moot point.
The Collins and Porras (1998) study, in contrast, is primarily qualitative identifying 
company cultures and values through documentary analysis and interviews. (The 
study also involved qualitative components such as analysis of profitability and market 
valuations). Qualitative studies, almost by definition, involve deeper analysis of a more 
limited range of ‘subjects’ compared to quantitative study.
The approach of this study
The study to be reported in my thesis will be primarily a quantitative study of ‘words’. 
This (proposed) study could be described as either ‘provoked’ or ‘natural’. Strictly 
speaking, the study is a secondary analysis of data that was not brought into existence 
for the purpose of this study; hence a classification of ‘natural’ is appropriate. On the 
other hand, the survey that will be analysed is an intervention or ‘provoked’ study, that 
is the purpose of the questionnaire that will be analysed as part of the thesis was
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designed to elicit information about staff values. This is an issue that will be discussed 
further below in the context of ethical issues about the study.
As indicated in the previous chapter, the antecedents of this study lie in an interest in 
morale and the development of a ‘values’ component to the Faculty of Health 
Sciences’ plan. Both antecedents support an approach that the development and 
analysis of values in this case should involve all staff: all staff are affected by the 
values and have the ability to contribute to development of a values statement. A 
commitment to involving all staff makes a quantitative methodology the preferred 
method of ascertaining data. A quantitative study can provide a ‘snapshot’ across the 
whole Faculty and give weight to responses from all staff.
The total number of staff in the Faculty is relatively small (fewer than 450 total 
academic and administrative staff), and the largest organisational unit within the 
Faculty (the School of Public Health) has only 82 staff. Although a sample survey 
would reduce average reporting burden on staff, the small numbers involved would 
mean that addressing all the aims identified earlier (especially those associated with 
identifying differences between sub-groups, 3, 4, and 5) would be impossible as it 
would be difficult to detect differences between subgroups with appropriate levels of 
power. Further, a sampling approach vitiates a goal of inclusiveness and involvement 
of all staff in the development of values and monitoring of value adherence. 
Accordingly, an approach involving a complete enumeration (100% sample) was 
adopted and a survey of all staff in the Faculty was developed.
Such a survey is a study of ‘words’ in Hofstede’s terms. But, as referred to above, 
Adams (1998) has drawn attention to the distinction between administrator rhetoric and 
staff belief, the distinction between ‘words’ and ‘deeds’. The survey therefore 
incorporates questions about adherence to identified values. Comparing staff 
members’ values and the way in which they are operationalised can therefore provide 
a measure of value-fit in the organisation.
Quantitative studies of values and culture generally develop constructs (such as extent 
of autonomy) from the answers to specific questions about specific activities. Such an 
approach is required if the researcher is simply aiming to elicit values from 
respondents. In the case of this study, we were interested in testing whether staff 
agreed with particular value statements. Thus rather than developing a construct 
about emphasis on students from a range of separate item responses, we asked 
directly about support for a particular statement.
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The Faculty of Health Sciences’ values questionnaire
Strictly speaking this thesis reports a secondary analysis of data collected for another 
purpose. The survey of values was collected for Faculty management purposes and 
the analysis reported in this thesis is at greater length and depth than was required for 
Faculty management purposes. However, as Dean I took a lead role in the 
development and conduct of the survey. I had sole responsibility for the analysis and 
reporting of results for both management purposes and, of course, this thesis. As I 
have argued earlier, “management purposes” and the thesis are intertwined.
It is important to stress though that the development process for the survey was a 
collaborative one and changes were made to the design of the questionnaire as part of 
that process. In that sense the implementation of the survey is not necessarily as I 
might have wished if I were totally autonomous in this regard. But an implicit aim of 
the whole process was to build staff commitment to the values statements and so the 
participation and subsequent changes in survey design served an important purpose. 
To some extent the development of the survey could be regarded as a separate 
qualitative research exercise involving elements of action research.
Whyte et al (1991) characterised participatory action research as a situation where
some of the people in the organisation or community under study 
participate actively with the professional researcher throughout the 
research process from the initial design to the final presentation of results 
and discussion of their action implications
As indicated in Chapter 1, one of the antecedents of this study was the need to 
develop a ‘values’ plan/statement as part of the Faculty planning process. Plans are 
more likely to be supported and implemented if their development involves a 
participative process (Forester 1989; Mintzberg 1994; Friend and Hicking 1997) and 
certainly the other components of the Faculty plan have been developed in a 
participative way, albeit with strong leadership direction.
Typically, planning in the Faculty has involved first drafts and/or frameworks being 
developed by a leadership group (either within the Faculty office or involving Heads of 
School). Subsequent stages involve ever widening consultation, first with Heads of 
School if they have not been involved in the initial stage and then to all staff via regular 
School staff meetings. It is critical to the integrity of these processes that staff
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experience of these processes is that generally adequate time is allowed for 
consultation and that changes occur as a result of the consultations.
This same process was followed in the development of the draft Faculty values 
statement and, following Whyte et al’s characterisation, in could be regarded as 
participative action research. As will be reported later, summary results from the 
survey were reported back to Heads of School meetings and often to staff meetings 
with the aim of raising awareness of the issues involved and consolidating support for 
the values statement.
Action research is also characterised by a cyclical process involving planning and 
reflection (McNiff and Whitehead 2002). Such an iterative process was followed to 
develop the Faculty of Health Sciences’ values questionnaire. La Trobe University has 
not adopted a values statement, nor has any other Faculty within La Trobe developed 
such a statement, and so the Faculty of Health Sciences values statement needed to 
be developed de novo. An initial list of possible values was developed by the Faculty 
executive (Dean, Deputy Dean and Registrar). The initial list (together with 
subsequent modifications) is shown in Table 2.2.
Table 2:2 Evolution of Faculty of Health Sciences’ values questionnaire
Initial draft Following consultation with 
Heads of School
Final questionnaire as agreed 
following consultation with 
staff in schools
• Serving our 
students/student- 
centred approaches (?)
• Putting students first • Putting students first
• Working together co­
operatively
• Working together co­
operatively
• Working together co­
operatively and respecting 
each other
• Making a contribution 
to health and health 
care
• Making a contribution to 
health, health care and 
society
• Making a contribution to 
health, health care and society
• Excellence in teaching 
and research
• Excellence in teaching, 
research and scholarship
• Excellence in teaching, 
research and scholarship
• Intellectual freedom 
and academic integrity
• Intellectual freedom and 
academic integrity
• Intellectual freedom and 
academic integrity.
• A working and learning 
environment which 
acknowledges and 
respects cultural and 
linguistic difference
• A working and learning 
environment which is safe 
and in which there is 
respect for each other and 
diversity is valued
• A safe working and learning 
environment
• A sustainable 
environment.
• A sustainable 
environment.
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The initial list was informed by the Faculty mission statement, and the (implicit) values 
of the Faculty executive. The list was presented to the regular meeting of Heads of 
School (‘Faculty Development Committee’) and modified there. The list was then 
released for wider consultation with staff. This involved consideration over a two- 
month period within Schools and report back to the Acting Dean of the Faculty. The 
consultation period resulted in further amendments to the list.
If consultation is to be meaningful then it should have the possibility of leading to 
changes in the initial proposals. Such was the case with the proposed values 
statement. There were three major changes as a result of staff consultation:
1 The second value statement was clarified and refined to elaborate the concept 
of ‘cooperation’ to highlight ‘respecting each other1.
2 the sixth value statement was shortened, eliminating the reference to diversity
3 the final statement, about environmental sustainability, was eliminated.
The changes to the second and sixth statements need to be seen together: the 
concept of ‘respect’ was added to the second and deleted from the sixth. The final list 
was endorsed by the regular meeting of Heads of School and used as the basis for the 
Faculty values questionnaire as distributed.
The final questionnaire had four main components, the first three asked questions 
about endorsement of the agreed values list and about the extent to which the values 
are adhered to or observed at School or university level. These questions had forced- 
choice responses in a 5-point Likert scale format. There were at least three potential 
organisational levels that impinge on staff and for which information about value 
adherence might be sought. The first is the level of the immediate organisational unit, 
the School or department (only two Schools were subdivided into departments: Public 
Health and Human Biosciences). As Knight and Trowler (2000) point out, this is the 
level that has the strongest role in transmission of organisational culture. The top level 
is the university as a whole, values and culture at this level clearly impinges on 
departmental/School culture. Occupying the interstitial space at the intermediate level 
is the Faculty which, to some extent, can create its own culture and mediate the effects 
of university culture on Schools and staff.
Logically questions about adherence to espoused values could have been asked about 
each level of the organisation. However, it was decided to ask questions only about 
the immediate work unit and the University level for two reasons. First, it was thought
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that most staff in the Faculty would not be able to distinguish easily between the 
performance of the two supervisory levels of the organisation as they would not 
necessarily have experience of working at these levels of knowledge of what decisions 
were made at the two different levels. Secondly, pragmatically, the aim was to 
minimise the length of the questionnaire and eliminating one level eliminated six 
questions (one about value adherence of each of the final six value statements).
The fourth component of the questionnaire asked questions about impediments that 
inhibit value adherence in the work unit. Responses to these questions allowed free 
text responses that were coded into clusters by two people (one being the author). 
Differences in allocated codes were discussed and a single code for each concept 
assigned.
Descriptive questions about respondents were also asked to allow identification of 
School, type of staff (and aggregated level) and length of service in the University.
The consultation process also led to changes in the design of the data collection 
instrument. Originally the first question, about importance of the espoused values, was 
structured to require respondents to allocate a total of 100 points across the various 
value statements, thus forcing consideration of relative importance. This approach 
was deemed too complex and replaced by the Likert scale used for the questions 
about value adherence.
A critical decision in the development of the questionnaire was whether to circulate the 
questionnaire to both academic and administrative staff. As was indicated in Chapter 
1, previous studies of values in university settings have focussed on the values of 
academic staff only. There are a number of reasons for this, including that core work 
of a university (teaching and research) is normally shaped by academics and these 
core work tasks fulfil a large proportion of an academic’s day. In contrast, the work of 
administrative staff is to some extent context independent: financial managers and 
personal assistants could be undertaking the same type of work in a range of settings 
outside academia.
I chose to survey administrative staff for two main reasons. First, the work of the 
administrative staff is essential to the smooth operation of the School, Faculty and 
University. Students have a great deal of interaction with administrative staff and the 
attitudes, work styles and behaviours of administrative staff can influence student 
perceptions of their university experience.
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Secondly, inclusion of administrative staff also had a symbolic value: emphasising that 
administrative staff are part of the Faculty and attempting to reduce the perception of 
differences between academic and administrative staff. This is not to say that some of 
the values expressed in the values statements would not have more resonance with 
academic staff than administrative staff. Indeed differences between academic and 
administrative staff in relevance of the values statements were hypothesised (Aim 4).
Ethical issues
There were two stages in the consideration of ethical issues relating to the Faculty of 
Health Sciences’ values questionnaire. The first was associated with the design and 
distribution of the questionnaire. Although the questionnaire was developed for a 
management purpose, the meeting of Heads of School (Faculty Development 
Committee) which finalised the questionnaire, gave its approval subject to the 
questionnaire being approved by the Faculty Human Ethics Committee. (The structure 
ethics approval at La Trobe University is that Faculty Human Ethics Committees are 
sub-committees of the University’s Human Ethics Committee. The Faculty’s Human 
Ethics Committee is therefore not administratively responsible to me as Dean, nor to 
the Faculty Board.) Faculty Human Ethics Committee approval thus represents an 
independent approval for the distribution and collection of the data.
The questionnaire was approved by the Faculty Human Ethics Committee but in so 
doing removed a number of identifying questions (e.g. gender of respondents). 
Identifying questions about work unit, classification and length of time employed in the 
University were the only classificatory questions retained.
The second element of ethical consideration relates to the use of data collected for one 
purpose (management purposes of Faculty) for another purpose (submission of this 
thesis). As was argued above, these two purposes are closely interrelated and the 
thesis is used to inform and improve my performance as Dean. However, the setting 
for this study is the Faculty of Health Sciences at La Trobe University where I am 
Dean. Although the questionnaire was finalised and the first round distribution 
occurred while I was on an Outside Studies Program (‘sabbatical leave’) from the 
University, any study for which I am responsible that involves staff of the Faculty 
creates an ethical issue relating to power relations and heightens ethical concerns
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about confidentiality. Participation in academic research by staff should be voluntary 
involving informed consent. However, the survey that is at the core of this thesis was 
brought into existence for an administrative purpose, not directly related to this thesis.
Multiple roles of the researcher are common in management research (Gummesson 
1991) and I had two roles in the development and study of values in the Faculty: as the 
Dean who leads the planning effort and as a researcher. The two roles inform each 
other and knowledge from the ‘Bath’ research perspective, including thinking about 
values, informs my decisions as Dean. Because it is the focus of a thesis, the analysis 
of the survey was more extensive and rigorous than if it was only analysed for 
management purposes.
As Dean I have taken a lead role in developing the survey described above and, 
although the survey has an independent existence separate from this research, my 
reading of the literature for the purpose of this thesis informed the approach and 
design of the survey. Nevertheless, the survey would be undertaken regardless of 
whether it also relates to this thesis so the proposed research is thus secondary 
analysis of data collected for another purpose.
This does not, of course, vitiate any ethical concerns; rather the additional ethical 
concerns become ones of obtaining independent approval for access to the data for 
this new purpose. Accordingly approval was sought and obtained from the University 
Human Ethics Committee to use the data from the values survey in this thesis.
Questionnaire distribution and response
Finalisation of the questionnaire and the initial distribution occurred while I was on 
leave. It was distributed by a broadcast email to all staff with a cover letter signed by 
the Acting Dean (see Appendix 1 for cover letter and questionnaire). Responses were 
requested to be sent to the Personal Assistant to the Faculty Registrar either 
electronically or, if stronger protection of confidentially was desired, by internal mail. 
No record was kept of method of transmission of response nor, in the case of 
transmissions by email, was any record kept of the name of the originating staff 
member. The methods of distribution were designed to ensure that the anonymity of 
staff was, as far as possible, protected. In only one case did a member of staff raise 
the question of anonymity. This issue was raised in response to the third reminder
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(see following paragraph) and indicated that a reason for non-response was concern 
about anonymity.
At the time of the initial distribution the Faculty had 444 staff (297 academics, 147 
administrative). The initial questionnaire distribution led to a response rate of 16% for 
academics and 19% for general staff, a second round reminder increased total 
response rate to 32%, a third reminder (sent to Schools/Centres with low response 
rates) yielded a few further questionnaires bringing the total response rate to 39%, a 
total of 169 questionnaires were returned. The pattern of responses across Schools 
and type of staff is shown in Table 2.3 and in more detail in Appendix 2, which also 
includes cross-tabulations of responses to the classificatory questions relating to 
length of time employed at La Trobe University or its predecessors.
Table 2:3 Number of staff and response rate to Faculty values questionnaire
School Academic Staff General Staff Total
% % %
Number response Number response response
Human Biosciences 39 35.9% 13 61.5% 42.3%
Human Communication
Sciences 21 33.3% 13 23.1% 29.4%
Social Work and Social Policy 20 35.0% 7 28.6% 33.3%
Orthoptics 6 50.0% 1 100.0% 57.1%
Occupational Therapy 27 29.6% 6 50.0% 33.3%
Public Health 62 32.3% 21 38.1% 33.7%
Physiotherapy 24 33.3% 7 28.6% 32.3%
Nursing 45 37.8% 26 30.8% 35.2%
Australian Research Centre for
Sex, Health and Society 11 45.5% 5 20.0% 37.5%
Centre for the Study of Mother's
and Children's Health 13 61.5% 2 0.0% 53.3%
Australian Institute of Primary
Care 19 26.3% 6 33.3% 28.0%
Bouverie 0 20 10.0% 10.0%
Information Services Unit 0 9 44.4% 44.4%
Faculty Office 4 50.0% 11 72.7% 66.7%
TOTAL 291 36.4% 147 36.7% 38.6%
Although a final response rate of 39% is not ideal, it is similar to the response rate in 
two published studies on academic work satisfaction (38% in Taylor et al 1998; 42% in 
Bellamy et al 2003). Further follow-up to increase the response rate was not 
undertaken partly because of the low yield from the third round follow up (7% increase 
in response rate compared to 86% increase following second round follow-up). It was 
also felt that additional follow-up requests (which because non-respondents could not 
be identified had to be sent to all staff) might appear to be harassment by the Dean 
and undermine support for the process.
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Because of the structure of the Faculty there are some quite small administrative units. 
For example, the School of Orthoptics has six academic and one administrative staff. 
Even though there was a 57% response rate in that school, this still represents the 
views of only four members of staff.
Some of the larger Schools and Centres had low response rates. For example, The 
Bouverie Centre, which is a clinical centre providing direct family therapy as weil as 
undertaking the traditional academic functions of teaching and research, has 20 staff 
only two of whom responded. Similarly, the School of Human Communication 
Sciences had an overall response rate of 29.4%.
These small numbers and lower percent response rates means that care will need to 
be taken in the analysis of the results. In particular there may not be sufficient 
statistical power to identify differences between schools. Similarly, the very small 
numbers of responses for some schools increases the likelihood that the respondents 
are not a random sub-sample of the school as a whole and thus care also needs to be 
taken in ascribing differences in these circumstances. Emphasis will therefore be 
placed in the thesis on the more robust analyses where the numbers are much greater, 
for example, comparing academic and administrative staff in total and between schools 
and centres in total.
It is recognised that a low response rate causes difficulty in interpretation as non­
respondents may think differently from respondents (Dey 1997, Gorard 2001). 
Unfortunately there is no way of testing the extent to which this applies in this study. 
The results presented in subsequent chapters are not adjusted to take account of 
differential non-response rates.
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Chapter 3: The Faculty of Health Sciences at La Trobe University
This chapter describes the setting for this study: the Faculty of Health Sciences at 
La Trobe University. It provides information on the history and current 
configuration of the Faculty and the University.
La Trobe University is one of 38 publicly supported universities in Australia. 
Established in the 1960s, it has grown through a series of amalgamations to become a 
moderately sized university in the Australian context. The Faculty of Health Sciences 
is one of five faculties within the University.
Organisational antecedents of the Faculty
The Faculty of Health Sciences at La Trobe University is the historical successor of a 
number of independent training schools established for the allied health professions in 
Victoria. This history of autonomous operation of separate disciplinary preparation is 
an important influence on the way in which the Faculty operates today.
Health sciences education in Victoria was originally conducted by separate profession- 
specific schools: the Victorian School of Speech Therapy (known in its final form as the 
Victorian School of Speech Science), the Victorian School of Occupational Therapy 
and an educational program for physiotherapists eventually known as the Victorian 
School of Physiotherapy. These programs had emerged in the first half of the 20th 
century (eg. physiotherapy in 1908; speech pathology in 1945; occupational therapy in 
1948). They were established under the auspices of the relevant professional 
association and/or registration board, based in hospitals and supported financially by 
the then Victorian hospital funding authority, the Hospitals and Charities Commission. 
In the late 1950s and early 1960s there was increasing recognition of both the 
emerging capital requirements for these schools and the merit of co-location for the 
programs. In 1966 the three schools were co-located at “Lincoln House”, the former 
Davies Co-op building near Lincoln Square in Carlton, purchased for this purpose by 
the Victorian Department of Health.
Contemporaneously with this relocation, a Commonwealth Government inquiry (known 
as the Martin Committee) that reported in 1964, recommended a major reshaping of 
Commonwealth interest in higher education including financial support for non­
university tertiary education institutions, known generically as “Colleges of Advanced
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Education” (Davies, 1989). Colleges of advanced education were to be more 
“vocational” than universities, with a greater focus on teaching (and correspondingly 
less focus on research) than universities. The Martin Committee’s conception of 
colleges of advanced education was based on the then-existing technical colleges that 
had a strong basis in engineering -  a recognised tertiary discipline. The colleges of 
advanced education were the second part (with universities) of the “binary” system of 
education. Much of the discussion about colleges of advanced education focussed on 
technical colleges and institutes of technology, but subsequently teachers’ colleges 
were absorbed within the college of advanced education system. Following the Martin 
Committee’s report, the Commonwealth Government commenced funding colleges of 
advanced education.
In 1967 the three health sciences schools located at Lincoln House, were recognised 
as colleges of advanced education in the new system, even though they did not fit the 
traditional technological mould. Organisationally they each became affiliated with the 
Victoria Institute of Colleges, the State umbrella body that was responsible for 
accrediting degree and diploma programs in Victorian colleges of advanced education. 
In addition to the three therapy schools, a School of Medical Record Librarianship was 
also located at Lincoln House from 1972, although this program was not initially 
recognised as an Associate Diploma by the Victoria Institute of Colleges until 1973 (Ell, 
1984).
The Victoria Institute of Colleges was keen to rationalise colleges of advanced 
education throughout Victoria, including the specialist therapy colleges, and advocated 
a merger of those colleges. In its annual report in 1974 it acknowledged that “because 
of the tradition and independence that each college proudly carried and because of 
inter-professional rivalries, this was not an easy task”. However the merger did occur 
in December 1972 by Order in Council of the Government of Victoria, with the creation 
of a new college of advanced education, Lincoln Institute of Health Sciences. A similar 
development had occurred in New South Wales with the creation of a specialist health 
professional college, Cumberland College of Health Sciences.
The leadership of the new Lincoln Institute was keen to expand the scope of the 
Institute, but this was opposed internally, at least in part because proposed new 
courses in medical records, prosthetics and orthotics, and orthoptics were seen as 
having “a status lower” than existing programs (Radford, 1993), possibly as they were 
to be classified as Associate Diplomas rather than the fledgling degree status of the 
original disciplines.
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Internal restructure of Lincoln Institute of Health Sciences consolidated the teaching of 
biological sciences and behavioural sciences in two “departments” servicing the three 
professional schools. These two departments were the predecessors of the Faculty of 
Health Sciences’ Schools of Human Biosciences and of Public Health, the latter being 
a merger of gi-devant Schools of Behavioural Health Sciences and of Health Systems 
Sciences.
Lincoln Institute grew by subsuming other distinct health professional programs: the 
Victorian Training School for Medical Record Librarians in 1974 and the School of 
Orthoptics of the Royal Victorian Eye and Ear Hospital in 1975. Following discussions 
with the Repatriation Commission, the Lincoln Institute established a diploma program 
in prosthetics and orthotics in 1976 that replaced a course provided by the 
Commission.
A major expansion of Lincoln Institute occurred in 1977 when it merged with the 
College of Nursing (Australia), also a college of advanced education affiliated with the 
Victoria Institute of Colleges. The College of Nursing had been established in 1949 to 
conduct diploma programs for registered nurses and over time developed a range of 
postgraduate programs. In 1974 it became one of the first colleges of advanced 
education in Australia to offer a diploma for general nurse registration. Lincoln Institute 
also established training programs for podiatry in the late 1970s. The growth in size of 
Lincoln Institute meant that it soon outgrew Lincoln House and it acquired additional 
buildings in the surrounding area. It also established a second campus in Abbotsford 
that at one stage was planned to accommodate all of the Institute’s programs.
The binary divide in education where colleges of advanced education were not funded 
to perform research and were not allowed to offer doctoral programs was under 
increasing pressure during the 1980s as the major institutes of technology sought 
university status. Many of the institutes of technology wanted (and eventually 
achieved) university recognition, essentially in their contemporary form. Lincoln 
Institute pursued an alternative strategy, seeking to merge with existing universities. A 
formal “statement of intent” to merge was negotiated with La Trobe University in 1981 
(Gamage, 1992). However, the merger process was long and protracted and 
negotiations were not consistently carried out after signing the statement of intent; 
Lincoln Institute also flirted with merger with RMIT at this time. La Trobe’s interest in 
the merger was to complement its liberal arts and sciences focus with a strong 
professional school, Lincoln to achieve university status on favourable terms (in
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advance of a possible forced merger) and to improve its physical facilities. In 1988 
Lincoln Institute was successful in reaching agreement to merge with La Trobe 
University, becoming the tenth School of that University as the Lincoln School of 
Health Sciences.
Shortly after the merger, several Lincoln School departments were relocated to the 
Bundoora campus of the University. The School continued significant teaching 
operations on three sites (Bundoora, Carlton and Abbotsford) until additional facilities 
were completed on the Bundoora campus in 1997. A near-city presence was retained 
through lease of a building at the Victoria Market.
The Lincoln Institute/La Trobe merger occurred prior to a national program of 
rationalisation of tertiary education led by the Commonwealth Education Minister, John 
Dawkins. As part of these national mergers, nursing programs conducted at Dookie 
and the Wodonga Institute of Tertiary Education were absorbed into the Lincoln School 
in 1991. Bendigo College of Advanced Education also merged with La Trobe 
University at this time (initially as the La Trobe University College of Northern Victoria) 
but the health sciences programs conducted in Bendigo remained organisationally 
separate from those administered through the then Lincoln School of Health Sciences.
A University restructure in 1996 led to the creation of the Faculty of Health Sciences, 
essentially based on the Lincoln School of Health Sciences but with the addition of the 
University’s social work program that eventually became the School of Social Work 
and Social Policy of the Faculty. On 1st January 2005 the Faculty absorbed the 
Nursing, Social Work, Public Health and Physiology and Anatomy staff from the former 
Faculty for Regional Development (based at Bendigo) as part of a further University 
restructure.
Figure 3.1 summarises this historical evolution.
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La Trobe University
La Trobe University was the third university established in Melbourne, following the 
University of Melbourne and Monash University. La Trobe was founded in response to 
an Australia-wide recognition of the need to expand significantly provision of university 
education. It was formally established by Act of the Victorian Parliament in 1964 and 
admitted its first students in 1967. In common with the other 1960s universities in 
Australia, it was influenced by post-War English universities, in particular Keele 
University, that in turn influenced the English universities founded in the 1960s (Green, 
1969).
The Australian 1960s universities (La Trobe, Macquarie University in Sydney and 
Flinders University of South Australia) all attempted to challenge the established 
orthodoxy of university structure and function. At La Trobe the initial plans for the 
university followed Keele in proposing a residential university, with an organisational 
structure based on interdisciplinary schools rather than traditional faculties and 
departments. Eschewing the faculty-department structure was supposed to lead to 
greater flexibility and inter-disciplinarity (Marshall 1979, 1981). However, early in the 
University’s career both the residential nature and the emphasis on a flexible non- 
departmental structure broke down (Henry 1971, Gregory 1989). The concept of a 
significant residential community was never endorsed by the Commonwealth 
government university funding body (Australian Universities Commission) and so only 
three of the planned ten residential colleges were built, and a central student union 
was developed. Departments evolved within schools along traditional disciplinary lines 
and interdisciplinary teaching became the exception rather than the rule.
A significant proportion of the students in the early years were students bonded to 
teach in the Victorian Education Department and the early University had a strong 
emphasis on humanities and the social sciences. La Trobe University was a centre of 
student radicalism in the late 1960s (York, 1984) and established a reputation as a 
radical, liberal arts University.
When Lincoln School of Health Sciences became the tenth school of La Trobe, this 
significantly changed the balance of the University and provided the first expansion 
into professional courses for the University.
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La Trobe University today
La Trobe is one of 38 publicly supported universities in Australia. Table 3.1 shows 
some comparative data about Victorian universities (data on all universities not shown 
because of space).

















La Trobe University 20,424 8.7 4.3
Monash University 41,648 21.3 7.5
Royal Melbourne Institute of 
Technology 30,962 29.2 2.6
Swinburne University of Technology 12,105 15.2 3.0
The University of Melbourne 33,362 14.7 8.7
University of Ballarat 4,523 8.6 1.1
Victoria University of Technology 17,178 15.5 1.7
Source: http://www.dest.qov.au/hiqhered/statistics/characteristics/characteristics.xls
accessed 13 December 2004
La Trobe is a mid-size university, around half the size of Victoria’s largest university, 
Monash University. In terms of internationalisation it is at the low end of the range of 
international students as a percentage of all students. Research activity is presented 
using the “research quantum” that, in 1999, was a Commonwealth payment to 
universities based on research income. Using the research quantum measure, La 
Trobe is the third most active research university in Victoria, behind the University of 
Melbourne and Monash University. Both these latter universities have very large 
medical schools that assist them in gaining research income. La Trobe thus can (and 
does) present itself as an active research-based university.
La Trobe is relatively active in health professional education. Table 3.2 shows the 
universities with the 10 largest enrolments in health sciences in Australia.
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Table 3:2 Comparative university activity in health professional education, 2003
Number of
EFTSU Total Health EFTSU
enrolled in University as a percentage
health EFTSU of total EFTSU
courses
The University of Sydney 6,370 36,640 17.4%
The University of Queensland 4,179 29,391 14.2%
La Trobe University 3,966 20,664 19.2%
The University of Melbourne 3,391 32,869 10.3%
Curtin University of Technology 2,985 24,512 12.2%
Monash University 2,958 38,833 7.6%
University of Western Sydney 2,513 25,965 9.7%
University of South Australia 2,446 21,384 11.4%
Queensland University of Technology 2,302 28,187 8.2%
The University of Newcastle 2,230 17,401 12.8%
Source: Derived from http://www.dest.gov.au/highered/statistics/students/03/student_tabrs/tabrsyTbl
40'!A1 Accessed 13 December 2004
It can seen that La Trobe has the third largest health science enrolment of all 
universities, and is the largest provider of health sciences education in Victoria. 
Almost 20% of La Trobe’s enrolment is in health professional courses, a higher 
proportional enrolment compared to any of the other universities in the table.
The relative size of health professional education at La Trobe has impacts both within 
and without La Trobe University. Inside the University, the Faculty of Health Sciences 
is seen as a growing, relatively large, Faculty. In contrast to other Faculties in the 
University, the Faculty has strong student demand and is easily able to recruit and 
retain students. It is recognised across the University that the Faculty has been 
transformed over the decade and is regarded throughout the University as a very 
positive asset for the University.
Outside the University, the relative size of La Trobe University contribution to health 
science education is not so well recognised. La Trobe does not have a medical school
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and health professional education in many policy contexts is dominated by issues 
relating to medical education (for example, when the Commonwealth government 
announced the development of Schools of Rural Health, a requirement was that they 
be based within universities with medical schools). Although La Trobe University has a 
larger commitment to health professional education than the two Victorian universities 
with medical schools (University of Melbourne and Monash University), the universities 
with medical schools have substantially more visibility within hospitals. As a 
consequence of the relatively secure place within the University and the relatively 
disadvantaged place outside the University, much of my focus as Dean has been in 
ensuring La Trobe’s visibility in health policy in Victoria and with hospital 
managements.
The place of health sciences in La Trobe University today
In 2004 the Faculty of Health Sciences was one of five faculties of the University, the 
others being the Faculties of Humanities and Social Sciences; Law and Management; 
and Science, Technology and Engineering and the Faculty for Regional Development, 
the latter being a multi-disciplinary faculty based in the regional city of Bendigo. (The 
Faculty for Regional Development was dis-established on 1st January 2005 with the 
existing Faculty programs being assigned to the appropriate disciplinary Faculty. A 
new Faculty of Education was established with its Faculty Office in Bendigo).
Table 3.3 shows the number of Equivalent Full-time Student Units (EFTSU -  the 
Australian measure of student load) in each of the Faculties of the University in 2004.




Humanities and Social Sciences 3,401
Law and Management 3,937
Science, Technology and Engineering 2,671
Regional Development 3,179
Total 16,615
The Faculty of Health Sciences is on a growth trajectory. Student load has increased 
by about 30% in the last five years (see Figure 3.2). This growth is across all types of
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students, and is partly the result of a negotiated transfer of EFTSU between the 
Faculty of Health Sciences and the Faculty of Flumanities and Social Sciences of the 
University, and partly the development of full fee programs at the post graduate level.
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Research activity is also increasing (see Figure 2.3). Total grant funding to the Faculty 
has increased 40% since 1988 (from $6.4 million to $8.8 million). Publications have 
not increased as rapidly (a 22% increase). Higher degree research students have 
increased in line with undergraduate enrolments.
□  H ig h e r  D e g r e e s  ( R e s e a r c h )
■  P o s t g r a d  b y  C o u r s e w  o r k
■  U n d e r g r a d u a t e
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Figure 3:3 Research activity (indexed) in Faculty of Health Sciences, 1998-2002
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Faculty structure
The Faculty of Health Sciences of La Trobe University is organised into eight Schools 
and five autonomous Centres. The Schools are: Human Biosciences; Human
Communication Sciences; Nursing and Midwifery; Occupational Therapy; Orthoptics; 
Physiotherapy; Public Health; and Social Work and Social Policy.
The Centres are: Australian Institute for Primary Care; Australian Research Centre for 
Sex, Health and Society; Mother and Child Health Research Centre; Refugee Health 
Research Centre; and the Bouverie Centre.
Two of the Schools have significant multi-campus operations. Nursing (with major 
academic centres at Bundoora, Albury-Wodonga and Mildura, with the Bundoora 
program having significant “clinical school” operations at the Royal Women’s Hospital, 
the Austin and the Alfred); School of Social Work and Social Policy (Bundoora, Albury- 
Wodonga and Mildura)
Table 3.4 shows the size of the various Schools in 2003 in terms of equivalent full-time 
student enrolments and staff.
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Table 3:4 Student and staffing by organisational unit, 2003
Students (EFTSU) Staffing
















Deaf Studies) 236.9 46 7 289.9 13.8 9.1 22.9
Nursing
Bundoora 498.4 234.2 23.7 756.3 34.1 19 53.1
Albury Wodonga 210.9 7.3 0.7 218.9 6.6 2.6 9.2
Off-shore 212.7 33.2 2.5 248.4 0
Subtotal - Nursing 922 274.7 26.9 1223.6 40.7 21.6 62.3
Occupational
Therapy 343.3 43.4 6.4 393.1 15.5 6 21.5
Orthoptics 75.9 0 1.8 77.7 5.5 1.8 7.3
Physiotherapy 319.4 3.9 15.5 338.8 14.9 5.8 20.7
Public Health
Bundoora (including
Palliative Care Unit) 513.4 204.8 58.5 776.7 51.2
Off-shore 110 110 35.7 15.5 0
Subtotal -Public
Health 513.4 314.8 58.5 886.7 35.7 15.5 51.2
Social Work & Social
Policy
Bundoora 220.6 12 9.2 241.8 11.5 4.5 16
AlburyAA/odonga 91 2.3 0.6 93.9 6.2 2.2 8.4
Subtotal -Social
Work & Social Policy 311.6 14.3 9.8 335.7 17.7 6.7 24.4
Bouverie Centre 0 25 5.5 30.5 2.1 14.1 16.2
Centre for the Study
of Mothers’ and
Children’s Health 0 0 4.8 4.8 11 2.6 13.6
Australian Research
Centre in Sex, Health
and Society 0 0 12.5 12.5 18.2 5.2 23.4
Centre for
Professional
Development 2.1 0.5 2.6
Australian Institute






Services Unit) 3.3 20.3 23.6
Total 3379.2 722.9 159.3 4261.4 231.9 126.2 358.1
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It can be seen that the largest School, accounting for over one quarter of enrolments, 
is the School of Nursing and Midwifery. The School of Human Biosciences and the 
School of Public Health each account for about one fifth of enrolments. Physiotherapy, 
Occupational Therapy, Human Communication Sciences and Social Work each 
account for around 10% of all enrolments.
A structure of this kind has a number of strengths and weaknesses. In terms of 
strengths, because in most cases the Schools are relatively homogenous, the Schools 
have clear and coherent missions with relatively limited number of stakeholders. For 
example, the School of Physiotherapy focuses on physiotherapy education, research 
relevant to physiotherapy, and liaison with the physiotherapy profession. The same is 
true for the Research Centres, with a relatively clear and coherent mission.
Secondly, the relative coherence of the Faculty also assists in intra-Faculty decision­
making processes.
Thirdly, a structure based on multiple, homogenous units facilitates the adoption of 
systems of reporting comparative performance data (in terms of student retention 
rates, research publication rates) and, to some extent, the values questionnaire is a 
further example of use of data for comparative purposes within the Faculty. 
Comparative benchmarking helps Schools to identify potential areas for improvement 
in their performance and, given the collegial atmosphere of the Faculty, allows for 
cross-School learnings.
These strengths need to be balanced against a number of weaknesses. The very 
focus of the individual Schools is to some extent also a weakness in the contemporary 
environment. Research in health sciences is increasingly multi-disciplinary and 
because academics feel more comfortable operating within their own organisational 
unit, the predominately single disciplinary structure of Schools makes it is more difficult 
to establish multi-disciplinary research within the Faculty. Secondly, the narrow focus 
of the Schools inhibits cross-disciplinary learning in the undergraduate program. 
Thirdly, the large number of Schools means that I, as Dean, have a very broad span of 
control, somewhat larger than management textbooks recommend. My response to 
this has been to have management processes (and a leadership style) that incorporate 
substantial delegation to Heads of School and Directors of Research Centres, in turn 
allowing significant autonomy in their operations. This facilitates the entrepreneurial 
behaviour discussed below.
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The School structure also increases management overhead through requiring 
representation of all of the Schools in many of the decision-making processes of the 
organisation. This diverts academic time, especially, away from teaching and research 
activities. There was a marginal restructure of the Faculty on 1st January 2005 when 
the School of Orthoptics was incorporated into the School of Human Biosciences as a 
new Department of Clinical Vision Sciences.
The Faculty of Health Sciences is prima facie, relatively homogeneous and there is a 
strong sense of coherence within the Faculty mainly centred on a commitment to high 
quality professional education for the health and welfare professions. However, there 
are significant differences in culture within the Faculty, most obviously between those 
organisational units with a principal focus on research and research training and those 
with a dual teaching and research focus. But there are also differences between the 
Schools in their focus on research, possibly reflecting underlying disciplinary 
differences.
Becker and Trowler (2001) have suggested that disciplines can be characterised on 
four key dimensions, two relating to their academic characteristics (the ‘cognitive 
realm’: ‘hard’ vs ‘soft’; and pure vs applied) and two relating to the social 
characteristics of research in the discipline (convergent vs divergent in terms of 
discipline heterogeneity and ‘urban’ vs ‘rural’, reflecting differences in the researcher: 
problem ratio -  a large number of researchers addressing a common problem being 
described as urban).
Most organisational units in the Faculty rest firmly at the applied end of a pure-applied 
continuum. But the different disciplines in the Faculty could be placed at different 
points on the other continua. Physiotherapy, for example, is developing as a strong 
quantitatively based discipline (‘hard’), with strong convergence, probably urban in 
character. In contrast, occupational therapy is a relatively heterogeneous discipline 
with a very broad service remit and, concomitantly, quite divergent research activities. 
Some of this research is heavily quantitative, particularly physiological; other research 
is qualitative.
For much of its history, La Trobe or one of its predecessors was the sole provider of 
preparation in the relevant clinical discipline in Victoria. As a result, a very high 
proportion of staff in these disciplines obtained all their academic education at La 
Trobe or its predecessors. This leads to very strong systems of transmitting culture in
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these Schools and distinguishes them from those Schools where academic staff have 
experienced a more diverse range of academic preparations.
An “entrepreneurial” Faculty
The Faculty of Health Sciences is perceived within La Trobe University as dynamic 
and “entrepreneurial”. This reputation is in part related to its advocacy within the 
University, but in part is based on results and its modus operandi. For example, the 
Faculty has expanded in government-funded enrolments at the expense of other 
Faculties within the University through a negotiated transfer of places from Humanities 
and Social Sciences to Health Sciences, it has been very successful in attracting 
industry funding for academic posts in association with health care agencies, and in 
attracting industry-funded research grants and consultancies.
Although Burton Clark’s (1998, 2004) pathways for entrepreneurial activity were 
developed to describe University development, they can also be applied to distinct 
units within a University, a point he explicitly recognised in later work (Clark 2004) 
where he added ‘entrepreneurialism in heartland departments’ as part of his 
transformational elements. The Faculty of Health Sciences can be characterised in 
terms of Clark’s pathways (using the 1998 terminology):
The strengthened steering core.
In 1993 there was an internal restructuring of La Trobe University that created a five 
Faculty structure, replacing the historic School-based structure. Although the new 
Faculty of Health Sciences was essentially based on the previous Lincoln School of 
Health Sciences, the decanal position was an appointed one rather than elected and 
this gave the new Dean (the author) enhanced power within the Faculty compared to 
his predecessor. The Faculty Office of the Faculty of Health Sciences became 
stronger as a result and was able to provide the strengthened steering core necessary 
for entrepreneurial development.
Expanded development periphery.
The Faculty of Health Sciences has a structure unlike other Faculties in the University, 
particularly through the creation of the autonomous Research Centres. These Centres 
have the characteristics that Clark identified in entrepreneurial universities, in that they 
are “interdisciplinary, project-oriented research centres that grow up alongside 
departments, as a second major way to group academic work”. The Research Centres
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(together with the Australian Institution of Primary Care) have proven to be a major 
success in terms of strengthening the research profile of the Faculty.
A diversified funding base.
The Faculty of Health Sciences has been relatively successful in growing non-standard 
revenue. In particular, the Faculty has been successful at attracting industry research 
grants/consultancies and through attracting ongoing funding from health agencies and 
the State Department of Human Services for funding of professorial positions.
A stimulated academic heartland.
Burton Clark identified the need for “a stimulated academic heartland” as part of the 
pathway to an entrepreneurial university. He identified (1998, page 7) that “For 
change to take hold, one Department and Faculty after another needs itself to become 
an entrepreneurial unit..”. This has certainly been the case with the Faculty of Health 
Sciences. Within the Faculty, the Australian Institute for Primary Care and the 
Australian Research Centre for Sex, Health and Society have both begun to exhibit the 
characteristics of entrepreneurial units.
The integrated entrepreneurial culture.
Clark’s fifth essential element for entrepreneurial universities is the integrated 
entrepreneurial culture. Again, this characterises the Faculty of Health Sciences 
where funding is provided by the Faculty Office (the steering core) to pump prime 
initiatives. Staff are aware that the Faculty/Dean generally supports new 
developments. This “risk taking” style means that staff feel able to discuss options and 
opportunities with the Dean. Staff in the Faculty have initiated new teaching programs 
(eg. a full fee problem-based learning Master of Speech Pathology as a new graduate 
entry pathway to that profession, the creation of a “Centre for Professional 
Development” funded by the State Department of Human Services to provide training 
in reflective practice for staff of that Department and funded agencies).
The Faculty leadership has not seen the emphasis on entrepreneurial activity within 
the Faculty as at the expense of traditional academic values. Entrepreneurialism per 
se is not antithetical to expressed academic values such as academic freedom, pursuit 
of excellence, and so on. Although managerialism in Australian universities may 
impact on traditional academic decision-making processes (Marginson and Considine 
2000), this does not necessarily lead to violation of key tenets of academic life. 
Obviously some forms of entrepreneurial behaviour, such as the mindless pursuit of 
full-fee students (be they domestic or international), may be seen to lead to a
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diminution of academic standards, such strategies were seen in the Faculty of Health 
Sciences as being of short-term benefit only. In the long-term the interest of the 
Faculty of Health Sciences was seen to be positioning itself as a high quality Faculty 
with high standards, with its graduates being seen to be very well prepared for the 
relevant professions. The Faculty’s emphasis on research growth rather than pursuing 
growth in size of the undergraduate population through international markets, was also 
consistent with traditional academic values.
However, these comments are written from the perspective of me as Dean, and part of 
the purpose of the Faculty values questionnaire was seen as one way of assessing the 
extent to which traditional values were still shared across the Faculty and the extent to 
which they were observed across the Faculty.
Conclusion
The history of the Faculty of Health Sciences as a former College of Advanced 
Education has significant influence on the aspirations of the Faculty in terms of an 
emphasis on growing a research culture in the Faculty. In terms of structure, the 
Faculty is relatively coherent, with a very strong emphasis on professional preparation 
for health and social work professions. Its history has also influenced the structure of 
the Faculty, with the predominance of single disciplinary Schools that in turn can trace 
their antecedents to the profession-specific training programs of 50 years ago.
An important structural element of the Faculty is that a significant proportion of its 
research activity is concentrated in Research Centres that have limited undergraduate 
enrolments. These Centres have a quite distinct mission within the Faculty that could 
logically lead to differences in the values held in those organisational units.
This first part of the thesis has outlined the development of the values questionnaire 
and describes the setting for its administration. The next part presents the results, 
starting with the next chapter, which examines the extent to which staff in all of the 
organisational units in the Faculty identify with the values that were identified by the 
Faculty as a whole.
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Part II
Results
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Chapter 4: Values held by staff
This chapter reports the analysis of one aspect of the values questionnaire, namely 
the extent to which staff identify with the values outlined in the Faculty values 
questionnaire. In addition to reporting on attitudes of staff overall (addressing 
research aim 1), it addresses research aims 3 and 4 by examining differences 
between groups of staff in perceived importance of the listed values.
The first Part of this thesis introduced the Faculty of Health Sciences’ values 
questionnaire and described the evolution and current situation of the Faculty.
The Faculty values statement asserts that:
‘Staff in the Faculty of Health Sciences value:
• Putting students first;
• Working together cooperatively and respecting each other;
• Making a contribution to health, health care and society;
• Excellence in teaching, research and scholarship;
• Intellectual freedom and academic integrity;
• A safe working and learning environment.’
The thesis is about evaluating whether these espoused values are a reality within the 
Faculty.
This part of the thesis reports on the analysis of the values questionnaire. It consists
of four main chapters, the first three reporting on the three main questions in the
questionnaire: chapter 4 reporting on values held by staff (‘How important is this value 
to you personally?’); chapter 5 reporting on the observed values in the work unit (To 
what extent can you observe this value in your School/Centre/Unit?’); and chapter 6 
reporting on the observed values within the University as a whole (To what extent can 
you observe this value in the University as a whole?’). The fourth chapter in Part 2, 
chapter 7, provides more detail of results relating to what turns out to be an aberrant 
School within the Faculty of Health Sciences, the School of Nursing and Midwifery.
It will be recalled that the development of the values questionnaire had two main 
antecedents: an interest in morale in the Faculty and the need to develop a ‘Values 
and Resources’ plan. Both antecedents lead to an analysis strategy focussing on 
results which are of management relevance. The first cut in the analysis is generally 
therefore in terms of the organisational units of the Faculty, first by comparing the 
Schools and Research Centres, and then within each of those broad categories
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comparing Schools and comparing Research Centres. Given the very different nature 
of their roles, analysis of differences in perceptions of administrative and academic 
staff is also undertaken.
However, although the main frame of analysis is focussed on utilisation of the results 
for management purposes, consideration was also given to the wider ramifications of 
the questionnaire and its results in terms of lessons that go beyond the management 
purposes within the Faculty of Health Sciences in terms of replication and further 
research.
The main questions in the questionnaire seek to elicit answers on a five-point Likert 
scale, yielding ordinal level data. Classificatory variables are nominal (School, 
employment category) or ordinal (length of time employed). This predisposes to the 
use of non-parametric statistics in the analysis (Gibbons 1993, Newton and Rudestom 
1999). However, with a large enough sample size, ordinal data can approach 
normality and can be analysed using parametric statistics.
The approach followed in presenting results is similar across the three main results 
chapters. First descriptive statistics of the results of the question which is the focus of 
the chapter are presented. In this introductory section of each chapter the 
Kolmogorov-Smirnov test is used to assess the extent to which the distribution of 
results follows the normal distribution. The Kolmogorov-Smirnov test is a robust, 
nonparametric test which measures the extent to which a distribution is significantly 
different from the normal distribution (Siegel 1956). As it turns out generally the 
distributions are significantly different from the normal distribution, and the use of 
nonparametric methods for testing differences is reaffirmed.
Although nonparametric statistics are generally used for comparison, interpretation of a 
nonparametric statistic can be difficult to describe. In particular, many nonparametric 
statistics are based on analysis of ranks, in contrast to parametric statistics which are 
based on means. In order to provide an intuitive interpretation for the analysis, a mean 
response is generally reported and the mean is used in the text to describe the results. 
For example, when comparing two distributions, the nonparametric equivalent of the t- 
test, the Mann Whitney U, is used to test significant differences. The Mann Whitney U 
thus can be used to test whether the ‘pattern of responses’ to a particular question is 
different between two different groups of staff (eg. administrative versus academic 
staff). Typically I am looking to assess whether some groups of staff are more inclined 
to answer higher (or lower) along the response scale than other groups. Mann
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Whitney U is calculated by comparing relative ranks of the variable under review for 
the two classificatory variables: the tables used in the thesis to illustrate the data report 
the mean even though the rank was used in the data analysis.
In cases where three distributions are being compared, the nonparametric equivalent 
of the F test (Kruskal Wallis) is generally used. Kruskal Wallis is thus used in 
circumstances similar to Mann Whitney U but where, rather than analysing differences 
between two groups of staff, there are three or more groups of interest (eg. between 
the various Schools).
Ideally, the analysis reported in each chapter would be multi-variate, examining 
differences between Schools and Centres and then within Schools and Centres 
between academic and administrative staff. Other classificatory variables could also 
be utilised, such as the length of time employed at La Trobe University or its 
predecessors. Unfortunately the sample size generally did not allow multi-variate 
analysis of this kind, except in the larger Schools. Thus the analysis in most of the 
chapters is restricted to bi-variate analysis.
The first question in the values survey asked staff to rate how important the values that 
had been developed through the consultative process were for them personally. This 
chapter reports on the analysis of the responses to that question.
Table 4:1 shows frequency distribution and other descriptive statistics for the 
importance of the espoused values.
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Table 4:1 Importance of espoused values to staff personally
Frequency Distribution (Percent)
1
Not at all 
important































0.6 1.8 4.9 24.4 68.3 4.6 5.1 164
A safe working 
and learning 
environment
0.6 0.0 5.4 21.4 72.6 4.7 5.6 168
It can be seen that all of the values are highly ranked by staff, with a majority of staff 
identifying each of the value statements as extremely important to them personally and 
all statements having a mean score on the 5 point Likert scale of more than 4. This 
very high rating is not surprising as the value statements were developed through 
consultations with staff and other value statements were eliminated prior to the 
questionnaire being circulated.
However, some differences between the questions can be seen in the proportion of 
staff that rate the value at the highest point, extremely important, and the trailing tail in 
some of these questions. Five of every six staff in the Faculty state that working 
together productively and respecting each other was extremely important to them. 
This is the value statement with the highest such commitment from staff on this 
measure. In contrast, only slightly more than five out of every nine staff rated making a 
contribution to health, health care and society as extremely important. Similarly, for 
intellectual freedom and academic integrity, two-thirds of staff ranked that value as 
extremely important to them. There is a statistically significant difference in the 
importance ascribed to each of the value statements (Friedman x2 = 49.74; p = .000). 
Table 4:2 shows the bi-variate comparisons in importance.
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The table shows the relationship between values indicated by row and column 
numbers. Only relationships (rankings) with significant differences < .01 on Wilcoxon 
signed ranks test are shown. (The Wilcoxon test is described in Chapter 5).
As was reflected with the modal values, Table 4:2 shows that the value working 
together cooperatively and respecting each other was seen as more important than 
four of the other five value statements, the only exception being the value relating to 
excellence in teaching, research and scholarship. The value putting students first is 
also ranked below other values: in addition to being ranked in importance below 
working together cooperatively and respecting each other, it is also ranked below 
excellence in teaching, research and scholarship and a safe working and learning 
environment. Those latter two values are also seen by staff as more important than 
making a contribution to health, health care and society.
It is possible to assess the extent to which staff agreed with all of the value statements. 
Almost one-quarter of staff (41 out of 169) answered that each of the six value 
statements was extremely important to them. A further 34 indicated that five of the six 
value statements were extremely important, and a further 30 that four of the value 
statements were extremely important. In total, then, almost two-thirds of respondents 
indicated that the majority of the value statements were extremely important to them
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(105 out of 169). Table 4:3 shows the distribution of respondents in terms of how 
many of the value statements were rated extremely important and how many were 
rated at the next level (point 4) on the five point Likert scale.
Table 4:3 Cross-tabulation of rankings at top and second top of Likert scale















1 0 0 1 0 4 6
0 0 1 1 2 0 4
1 2 2 5 6 0 16
1 7 11 19 0 0 38
0 11 19 0 0 0 30
8 26 0 0 0 0 34
41 0 0 0 0 0 41
52 46 33 26 8 4 169
It can be seen that, of those who rated four of the statements as extremely important, 
19 rated the other two at point 4 on the five point scale, with the remaining 11 rating at 
least one other statement as point 4. A similar pattern of high level of agreement is 
shown with those who ranked three statements as extremely important, with 19 of the 
38 respondents in that category ranking the other three statements at 0.4.
A further way of assessing agreement with the espoused values is to sum the scores 
assigned by staff to each of the value statements. This creates a continuous variable 
with a minimum score of six (if all of the statements were ranked as not at all 
important) and a maximum score of 30 (if all of the statements were ranked as 
extremely important). Figure 4:1 shows the frequency distribution of the scores on this 
variable.
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Figure 4:1 Frequency distribution of cumulative importance of values 










It can be seen that the distribution is highly skewed to the left. The modal value is the 
maximum and, as would be expected from such a skewed distribution, the mean 
(27.49) is below the median (28). Kolmogorov-Smirnoff (2.236) shows a significant 
different distribution from the normal distribution.
The strong endorsement of the value statements also skews responses for the 
individual results for each of the values statements and the results are thus not 
normally distributed, with the Kolmogorov-Smirnov test showing a significantly different 
distribution from the normal (see Table 4:1). Comparison between groups of 
respondents will therefore be based on non-parametric statistics appropriate for ordinal 
level data (Siegel, 1956, Hartwig and Dearing, 1979). For presentation purposes and 
ease of explanation, means of responses will be shown in tables, although the 
statistical tests are usually based on mean ranks.
10 18 20 21 22 23 24 25 26 27 28 29 30
Importance of value statements personally
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Differences in responses between groups
It was hypothesised in Chapter 1 that there may be differences between different 
Schools, different types of organisational units and different types of staff (research 
aims 3 and 4). Some of the individual value statements could be expected to resonate 
differently in different parts of the Faculty or with different groups. For example, putting 
students first may be of less importance in Research Centres with few students. 
Administrative and technical staff may also place a different importance on this value 
compared to academics.
Table 4:4 shows the mean importance of espoused values by staff classification, i.e. 
whether the staff are academics or administrative or technical staff.
Table 4:4 Mean importance of espoused values to staff by staff classification 
and non-parametric measure of difference in distribution
Staff Classification
Academic Ad m i n istrati ve/T ech n ical Mann Whitney U
Putting students first 4.4 4.5 2384
Working together co­
operatively and respecting 
each other
4.8 4.9 2779
Making a contribution to 
health, health care and society 4.6 4.1 1808*
Excellence in teaching, 
research and scholarship
4.9 4.1 1573*
Intellectual freedom and 
academic integrity
4.8 4.2 1741*
A safe working and learning 
environment
4.7 4.7 2536
* Significant difference in mean ranks at 0.05
There are three values that resonate differently between academic and 
administrative/technical staff (significance measured by Mann-Whitney U): making a 
contribution to health, health care and society; excellence in teaching, research and 
scholarship; and intellectual freedom and academic integrity. These differences to 
some extent reflect the differences in the nature of the work. Most of the academic
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staff of the Faculty are health professionals and as part of their role as academic staff, 
have an expectation of service to the community. Thus it is logical to expect that they 
would value making a contribution to health, health care and society more highly than 
administrative or technical staff that do not have either the professional training of the 
academics or the specific job expectation of a community service role.
Similarly the role of academic staff is in teaching, research and scholarship, whilst 
administrative and technical staff are supporting teaching, research and scholarship. 
Administrative staff may have responded differently to a value that is about excellence 
in support for teaching, research and scholarship that would reflect more the role of 
administrative and technical staff in the Faculty.
The third area of difference relates to intellectual freedom and academic integrity. This 
value reflects more directly on the actual work of academics in terms of their role in 
research and teaching, and is less part of the role of administrative and technical staff.
Importantly, there is no significant difference in the other three values, two of which are 
generic ones about the job environment: working together co-operatively and 
respecting each other; and valuing a safe working and learning environment. The 
value of putting students first is also one where no significant difference was detected.
Table 4:5 explores whether there are differences in importance of particular values by 
the principal function of the work unit, eg. between Research Centres in the Faculty 
that do not have direct responsibility for students, versus the Schools, who have both 
teaching and research responsibilities.
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Table 4:5 Mean importance of espoused values to staff by principal function of 
work unit and non-parametric measure of difference in distribution






Mann Whitney U 
(Research Centres vs 
Schools)







Making a contribution 





Excellence in teaching, 
research and 
scholarship
4.6 4.7 4.4 1131
Intellectual freedom 
and academic integrity
4.6 4.9 4.4 943*
A safe working and 
learning environment
4.6 4.7 4.9 1272
* Significant difference in mean ranks at 0.05
The Kruskal-Wallis test showed that there is significant difference in the distribution of 
responses on the value, Putting students first (x2= 9.2, p = .01). A visual inspection of 
the mean responses suggests that the attitudes of staff in Faculty central services and 
Schools are very similar, but there appear to be differences between the staff in these 
two groups and staff in Research Centres. Further exploration was therefore 
undertaken comparing staff in Schools, on the one hand, and Research Centres, on 
the other. There are three areas of difference between Research Centres and 
Schools: putting students first; working together co-operatively and respecting each 
other; and intellectual freedom and academic integrity.
Stephen Duckett DBA thesis/58
The difference in proportion of putting students first in part reflects the very different 
roles between Research Centres and Schools. Although the Research Centres enrol 
doctoral students, the major mission of the Research Centres is obviously research 
and so a lower commitment to a value of putting students first could be expected.
The difference in terms of working together co-operatively and respecting each other is 
surprising. It is difficult to mount an argument that research in any way requires more 
co-operation than the teaching endeavour. It may be that staff in Schools have 
opportunities to interact with a different group, namely students. In Research Centres, 
relationships with work colleagues are a more central aspect of the job and hence this 
value becomes of higher importance.
Again it is interesting that the staff in Research Centres place a much higher value on 
intellectual freedom and academic integrity, possibly reflecting the fact that the 
challenges to intellectual freedom and academic integrity may be greater in those 
environments, especially where the Research Centres in the Faculty have a much 
higher reliance contract and commissioned research compared to research funding 
from traditional resources.
Staff in Research Centres were homogenous in the relative importance of espoused 
values: there were no statistically significant differences between Centres (Kruskal- 
Wallis Test). In contrast, significant differences in distributions were found between 
Schools on the value of putting students first (x2= 22.05, p = 0.005) and safe working 
and learning environment (x2= 20.28, p = 0.009). These differences were therefore 
explored further to ascertain which Schools were contributing to the significant 
differences in distributions. Table 4:6 shows the mean scores for espoused values in 
the separate Schools.
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Table 4:6 Mean importance of espoused values to staff by School
Mean
Putting A safe working and
School students first learning environment




Social Work and Social Policy 4.00* 3.90*
Orthoptics 5.00 4.75
Occupational Therapy 4.45 4.91
Bouverie Centre 3.00 5.00
Public Health 4.36 4.57
Physiotherapy 4.46 4.58
Nursing and Midwifery 4.88* 4.69*
Total 4.49 4.62
* Mean ranks significantly different from all other schools on the Mann-Whitney 
U test at 0.05
In order to explore the reasons for the differences in the distributions, a Mann Whitney 
U test was undertaken comparing the mean ranks for each School compared with the 
mean ranks for all other Schools. Two Schools were shown to have different 
distributions from the others. Staff in the School of Social Work and Social Policy put a 
lower value on a safe working and learning environment compared to staff in all other 
Schools (Mann-Whitney U = 1075, p <.001). The results for this School were further 
analysed to ascertain whether these staff put a higher importance on any other values. 
This proved not to be the case, although staff in this School also placed a lower 
importance on working together co-operatively and respecting each other compared to 
staff in all other Schools. These differences may reflect real differences in emphasis, 
but they may also represent a propensity for staff in the School of Social Work and 
Social Policy to cluster responses in the middle of the distribution rather than using the 
extreme points.
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Staff of the School of Nursing and Midwifery place a higher value on putting students 
first than staff in other Schools. There is no significant difference in the importance 
placed by staff of that School on other values.
No statistically significant differences were found in importance of particular values 
based on the length of time staff had been employed in the Faculty, nor on seniority of 
academic staff (based on a dichotomous variable: level D/E staff vs other academic 
staff).
The continuous measure of identification with the value statements can also be used to 
explore differences between groups within the Faculty. Figure 4:2 shows box plots for 
the continuous measure for the four largest groups of staff: academics in schools and 
centres and administrative staff in schools and in the Faculty Office.
(A box plot or ‘box and whisker plot’ is a commonly used method of exploratory data 
analysis (Hartwig with Dearing, 1979). The box represents 50% of the observations 
with the heavy line in the middle of the box representing the median, so 25% of the 
observations within the box are below the median and 25% of the observations are 
within the box above the median. The lines connected to the box represent those 
cases that fall within one inter-quartile range of the box with individual scores falling 
outside that distribution being shown individually. Box plots provide a good visual 
summary of differences between distributions of non-parametric data.)
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The box plot shows visually the differences between the groups in the cumulative 
importance score (the differences are significant on Kruskal-Wallis 8.9, p=0.03). This 
visual portrayal confirms the analysis of the individual items with the median for the 
academics in schools being higher than the other groups thus suggesting stronger 
identification across the board by this group with the values statements. (The 
difference in ranks between School-based staff and all other staff is statistically 
significant on Mann Whitney U, z=-2.79;p=.05)
There is no statistically significant difference between the cumulative importance of 
value statements by the length of time employed at La Trobe University or its 
predecessors (Kruskal Wallis = 2.6, p = 0.46).
Conclusion
This study of espoused values has shown that the process of identifying values 
undertaken in the Faculty in 2003 appears to have identified values that are extremely 
important to staff in the Faculty. To some extent this finding should not be surprising: a 
consultative process was used to develop the values statements and we were asking
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the same group (staff) to confirm the result of the consultation. Further, as shown in 
Chapter 3, the Faculty is relatively homogenous with individual Schools (but not 
Research Centres) sharing common histories.
However, as hypothesised in research aim 4, differences were found between 
academic and administrative/technical staff in their emphasis on a number of these 
values. These differences can probably be explained in terms of the different roles 
performed by staff in these two categories.
In line with research aim 3, there were also differences found between the espoused 
values of staff in Research Centres compared with staff in teaching Schools of the 
Faculty. Again, these differences probably reflect underlying differences in values 
related to the nature of the work in the two different types of organisational units.
Some differences were found between the values espoused in two Schools of the 
Faculty -  the School of Social Work and Social Policy and the School of Nursing and 
Midwifery -  compared with peers in other Schools. There is no apparent explanation 
for these differences.
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Chapter 5: Observed Values in the W ork Unit
The literature review identified the importance of the immediate work environment 
on formation of culture and values.
This chapter reports on the second aim for the values questionnaire: the extent to 
which the identified values are observed in the local workplace of the staff member. 
Differences between types of workplace and barriers to adherence to the value 
statements identified using free responses are analysed in line with research aim 5. 
The chanter also analvses differences between answers to the auestions about
In the previous chapter I reported on the values held by staff in the Faculty of Health 
Sciences. In this chapter I report on the extent to which those values are observed in 
practice in the immediate work unit within the Faculty of Health Sciences.
As with Chapter 4, the analysis strategy in this chapter focuses on identifying issues 
important to the management of the Faculty. After the descriptive analysis, bivariate 
analyses focus on management units of the Faculty and different categories of staff 
(academic versus administrative).
Staff were asked to rate on a Likert scale observance of the espoused values by 
answering a question, “To what extent is this value observed in your 
School/Centre/Unit?”, with the response scale ranging from 1 (to a very small extent) 
to 5 (to a very great extent). Table 5:1 shows the frequency distribution of observed 
values; mean response, the result of a Kolmogorov-Smirnov Z test and the number of 
valid responses.
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Table 5:1 Extent to which value statements are observed in the workplace
F r e q u e n c y  D is tr ib u t io n  ( P e r c e n t )
1
V e r y  s m a l l  
e x t e n t
2 3 4 5
V e r y
g r e a t
e x t e n t
M e a n
R e s p o n s e
K o lm o g o r o v -
S m ir n o v
V a lid
N
P u t t in g  s t u d e n t s  f ir s t 1 .2 1 1 . 0 2 5 . 8 3 6 . 2 2 5 . 8 3 . 7 4 2 . 8 1 6 3
W o r k in g  t o g e t h e r  c o ­
o p e r a t iv e ly  a n d  
r e s p e c t in g  e a c h  o t h e r
6 . 5 1 0 . 7 1 8 .9 4 2 . 0 2 1 . 9 3 . 6 2 3 .5 1 6 9
M a k in g  a  c o n tr ib u t io n  
t o  h e a l t h ,  h e a l th  c a r e  
a n d  s o c i e t y
1 .2 6 . 5 1 4 .8 4 2 . 6 3 4 . 9 4 . 0 4 3 .4
1 6 9
E x c e l l e n c e  in t e a c h i n g ,  
r e s e a r c h  a n d  
s c h o la r s h i p
3 . 2 3 . 7 2 0 . 2 4 0 . 5 3 2 . 5 3 . 9 6 3 . 2 1 6 3
I n t e l le c t u a l  f r e e d o m  
a n d  a c a d e m i c  in te g r ity
1 .8 6 .1 2 3 . 3 4 4 . 8 2 3 . 9 3 . 8 3 3 . 3 1 6 3
A  s a f e  w o r k in g  a n d  
l e a r n in g  e n v i r o n m e n t
2 . 4 6 . 6 1 9 .2 3 8 . 3 3 3 . 5 3 . 9 4 3 .1 1 6 7
In contrast to the espoused values, where the modal value was 5, the modal response 
for every value statement occurs at point 4 on the 5-point Likert scale. Mean scores 
were generally between 3.5 and 4 on the 5-point scale (with response to the value 
“Making a contribution to health, health care and society” being marginally above 4), 
suggesting that overall these values are observed in practice. Between one-fifth and 
one-third of respondents responded that the values were observed to a very great 
extent in their workplace. Again this is a very positive response.
The Kolmogorov-Smirnov test shows that the responses for each of the value 
statements are not normally distributed and therefore non-parametric measures will be 
used in reporting on these results. In line with the approach adopted in the previous 
chapter, means will be used to summarise responses rather than the mean rank that is 
the basis of many of the non-parametric tests used.
There is a statistically significant difference in the perceived value observance between 
the different value statements (Friedman x2 = 30.6; p = .000.). Again bi-variate 
comparisons show the differences in rankings (Table 5:2)
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The table shows the relationship between values indicated by row and column numbers. Only 
relationships (rankings) with significant differences < .01 on Wilcoxon signed ranks test are shown.
Observance of the value working together cooperatively and respecting each other is 
ranked as lower than the observance of three other values: making a contribution to 
health, health care and society; excellence in teaching, research and scholarship; and 
a safe working and learning environment. Making a contribution to health, health care 
and society is also ranked higher in terms of observance than either putting students 
first or intellectual freedom or academic integrity.
As with the analysis of the importance of values held by staff, it is possible to create a 
continuous variable to measure the overall extent to which the value statements are 
observed in the workplace. Again the distribution ranges from a minimum of six to a 
maximum of 30. Figure 5:1 shows the frequency distribution for this measure of value 
observance in the work unit.
Stephen Duckett DBA thesis/66
Figure 5:1 Frequency distribution of cumulative value observance in the work
unit
3 0
8  1 2  1 4  1 6  1 8  2 0  2 2  2 4  2 6  2 8  3 0
Cumulative work unit value observance
The distribution of the cumulative extent of value observance in the work unit is 
skewed to the left. The mode, mean and medians are almost identical (mode = 23, 
mean = 23.13, median = 23). Kolmogorov-Smirnov (1.733) shows a significantly 
different distribution from the normal distribution.
Differences between staff
Table 5:3 shows the mean responses by whether the staff member’s classification was 
academic or administrative.
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Table 5:3 Observed values in Faculty of Health Sciences by work function: Mean
responses and Mann Whitney U
P u tt in g
s t u d e n t s
fir s t
W o r k in g  
t o g e t h e r  c o ­
o p e r a t iv e ly  a n d  
r e s p e c t in g  
e a c h  o t h e r
M a k in g  a  
c o n t r ib u t io n  t o  
h e a l t h ,  h e a l th  
c a r e  a n d  s o c i e t y
E x c e l l e n c e  in 
t e a c h i n g ,  
r e s e a r c h  a n d  
s c h o la r s h i p
I n t e l le c t u a l  
f r e e d o m  a n d  
a c a d e m i c  
in te g r ity
A  s a f e  w o r k in g  
a n d  le a r n in g  
e n v ir o n m e n t
A c a d e m i c 3 . 5 8 3 . 5 8 4 . 0 9 3 . 8 9 3 . 7 8 3 . 8 2
A d m in /T e c h 4 . 0 2 3 . 6 9 3 . 9 6 4 . 1 0 3 . 9 2 4 . 2 2
T o ta l 3 . 7 3 3 . 6 2 4 . 0 5 3 . 9 6 3 . 8 2 3 . 9 6
M a n n  W h i t n e y 2 0 3 1 * 2 7 0 0 2 7 8 4 2 3 4 5 2 4 2 2 2 1 8 0 *
S ig n if i c a n t  d i f f e r e n c e  b e t w e e n  d is t r ib u t io n s ,  p < .0 5
Table 5.3 shows that there were significant differences between academic and 
administrative/technical staff on observance of two value statements. Academics 
reported a lower level of observance of the value putting students first compared to 
administrative and technical staff, and a lower level of observance of the value about a 
safe working and learning environment. It is not clear what the underlying reasons are 
for these differences.
There were no significant differences between responses in terms of the length of time 
staff had been employed in the University.
Differences between types of organisational unit
Table 5:4 shows the mean responses for observance of the different values between 
the types of organisational units within the Faculty of Health Sciences.
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Table 5:4 Observed values in Faculty of Health Sciences by type of work unit:
Mean responses and Kruskal-Wallis test
P u tt in g
s t u d e n t s
f ir s t
W o r k in g  t o g e t h e r  
c o - o p e r a t iv e l y  
a n d  r e s p e c t in g  
e a c h  o t h e r
M a k in g  a  
c o n tr ib u t io n  to  
h e a l t h ,  h e a l th  
c a r e  a n d  s o c i e t y
E x c e l l e n c e  in  
t e a c h i n g ,  
r e s e a r c h  a n d  
s c h o la r s h i p
I n t e l le c t u a l  
f r e e d o m  a n d  
a c a d e m i c  in te g r ity
A  s a f e  w o r k in g  
a n d  le a r n in g  
e n v ir o n m e n t
S c h o o l s 3 . 7 6 3 . 4 8 3 . 9 9 3 . 9 3 3 . 7 8 3 . 8 3
R e s e a r c h  C e n t r e s 3 . 0 6 4 . 1 9 4 . 7 6 4 . 1 5 4 . 1 4 4 . 1 9
F a c u l t y  c e n tr a l 4 . 2 9 4 . 0 0 3 . 5 0 4 .2 1 3 . 9 3 4  5 0
T o ta l 3 . 7 4 3 .6 1 4 . 0 5 3 . 9 8 3 . 8 4 3 . 9 4
K r u sk a l W a l l i s 1 2 .4 2 * 1 0 .3 8 * 2 1 .9 3 * 3 . 0 5 2 . 9 8 8 .4 8 *
* S ig n if i c a n t  d i f f e r e n c e  b e t w e e n  d is t r ib u t io n s ,  p < 0 5
There is a significant difference between the responses on four of the six value 
statements, with Research Centres having a somewhat lower observance of putting 
students first, a higher observance of working together co-operatively and respecting 
each other, and making a contribution to health, health care and society, compared to 
other units. Schools have a somewhat lower observance of the value of a safe 
working and learning environment. The difference in observance to some extent 
reflects the differences in the emphasis placed on the values. It will be recalled that 
Research Centres placed a lower emphasis on putting students first as an espoused 
value, probably because of the different role of the work unit. The questionnaire 
provided for an open-ended response associated with each value, asking “What are 
the main factors that might inhibit adherence to this value in your School/Centre/Unit” 
staff in Research Centres made nine responses to factors that might inhibit adherence 
to that value, eight of which related to the concept that students were not the core 
business of the Research Centre.
Two units form the Faculty central services group: the Faculty Office and the 
Information Services Unit. There was no significant difference found in value 
observance between those two units. It can be seen that again overall there is a fairly 
high level of observance of the various values in the Faculty central groups unit, with 
all values other than “Making a contribution to health, health care and society” and 
“Intellectual freedom and academic integrity” having mean responses of above 4 on 
the 5-point Likert scale.
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Most of the staff within the Faculty Office and the Information Services Unit are 
administrative or technical staff and it is thus not surprising that they do not see 
themselves making a contribution to health, health care and society. In terms of the 
work of those units, they are primarily administrative and technical; it might also 
explain a lower adherence to the value about intellectual freedom and academic 
integrity.
Table 5:5 shows the difference in observed values between the Research Centres 
within the Faculty of Health Sciences.
Table 5:5 Observed values in Research Centres in Faculty of Health Sciences: 
Mean values and Kruskal-Wallis test
R e s e a r c h  C e n t r e
P u t t in g
s t u d e n t s
fir s t
W o r k in g  
t o g e t h e r  c o ­
o p e r a t i v e ly  a n d  
r e s p e c t in g  e a c h  
o t h e r
M a k in g  a  
c o n t r ib u t io n  to  
h e a l t h ,  h e a l th  
c a r e  a n d  s o c i e t y
E x c e l l e n c e  in  
t e a c h i n g ,  
r e s e a r c h  a n d  
s c h o la r s h i p
I n t e l le c t u a l  
f r e e d o m  a n d  
a c a d e m i c  
in te g r ity
A  s a f e  w o r k in g  
a n d  le a r n in g  
e n v ir o n m e n t
A u s t  I n s t i tu te  f o r  P r im a r y  
C a r e
2 . 6 7 4 . 1 4 4 . 5 7 3 . 5 0 3 . 8 6 4 . 4 3
M o th e r  a n d  C h ild  H e a lth  
R e s e a r c h  C e n t r e
3 . 8 0 4 . 6 3 4 . 8 8 4 . 8 8 4 . 5 0 4 . 3 8
A u s t  R e s e a r c h  C e n t r e  in 
S e x ,  H e a l t h  a n d  S o c i e t y
2 . 8 0 3 . 6 7 4 . 8 3 3 . 8 3 4 . 0 0 3 . 6 7
T o t a l 3 . 0 6 4 . 1 9 4 . 7 6 4 . 1 5 4 . 1 4 4 . 1 9
K r u sk a l W a l l i s 4 . 9 5 3 . 9 4 2 . 0 3 6 .4 4 * 3 . 2 . 7 5
S ig n i f i c a n t  d i f f e r e n c e  b e t w e e n  d is t r ib u t io n s ,  p < .0 5
Table 5:5 shows that the Centres are homogenous with there being a statistically 
significant difference on only one value, namely the emphasis of excellence in 
teaching, research and scholarship. Exploring this value statement further shows that 
Mother and Child Health Research has a higher mean response than the other two 
Research Centres (Mann-Whitney U =20, p = .002)
Table 5:6 shows mean responses for Schools in the Faculty on the extent to which the 
values are observed within the School.
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Table 5:6 Observed values in Schools in Faculty of Health Sciences: Mean
values
S c h o o l
P u tt in g
s t u d e n t s
fir s t
W o r k in g  
t o g e t h e r  c o ­
o p e r a t iv e ly  a n d  
r e s p e c t in g  e a c h  
o t h e r
M a k in g  a  
c o n tr ib u t io n  t o  
h e a l t h ,  h e a l th  
c a r e  a n d  s o c i e t y
E x c e l l e n c e  in 
t e a c h i n g ,  
r e s e a r c h  a n d  
s c h o la r s h i p
I n t e l le c t u a l  
f r e e d o m  a n d  
a c a d e m i c  
in te g r ity
A  s a f e  w o r k in g  
a n d  le a r n in g  
e n v ir o n m e n t
H u m a n  B i o s c i e n c e s 4 .0 9 * 4 .0 0 * 3 . 8 6 4 . 0 5 3 . 9 0 4 . 1 4
H u m a n  C o m m u n ic a t io n  
S c i e n c e s
4 . 1 0 4 . 1 0 4 . 1 0 4 . 0 0 4 . 0 0 4 . 1 0
S o c i a l  W o r k  a n d  S o c i a l  
P o l ic y
3 . 8 0 3 . 7 0 3 . 8 0 3 . 8 0 3 . 3 0 3 . 7 0
O r t h o p t ic s 4 . 0 0 3 . 5 0 4 . 2 5 4 . 2 5 3 . 7 5 4 . 7 5
O c c u p a t io n a l  T h e r a p y 3 .9 1 3 . 6 4 3 . 8 2 3 . 8 2 4 . 2 7 4 . 1 8
B o u v e r ie  C e n t r e 5 . 0 0 4 . 5 0 5 . 0 0 4 . 5 0 4 . 5 0 4 . 0 0
P u b l ic  H e a lth 3 . 6 4 3 . 5 4 4 .2 1 4 . 0 4 3 . 8 8 3 .8 1
P h y s i o t h e r a p y 4 . 0 0 3 . 9 2 4 . 3 8 4 .5 0 * 4 . 0 8 4 . 0 8
N u r s in g  a n d  M id w ife r y 3 .1 9 * * 2 .2 7 * * 3 . 6 5 3 .4 2 * 3 .2 4 * * 3 .1 2 * *
T o ta l 3 . 7 6 3 . 4 8 3 . 9 9 3 . 9 3 3 . 7 8 3 . 8 3
K r u sk a l W a l l i s 1 8 . 0 t 3 7 . 5  f t 1 2 .1 1 2 .5 1 6 . 3 f 1 9 . 4 f
* S ig n if i c a n t  d i f f e r e n c e  fro m  a ll o t h e r  S c h o o l s ,  p  <  .0 5
** S ig n if i c a n t  d i f f e r e n c e  fro m  a ll o t h e r  S c h o o l s ,  p  <  .0 1
t  S ig n if i c a n t  d i f f e r e n c e  b e t w e e n  d i s t r ib u t io n s ,  p  <  . 0 5
f t  S ig n if i c a n t  d i f f e r e n c e  b e t w e e n  d i s t r ib u t io n s ,  p  <  .0 1
There is a significant difference in the distribution of responses across Schools on the 
observance of four of the value statements: Putting students first (p= 02); Working 
together co-operatively and respecting each other (p=.000); Intellectual freedom and 
academic integrity (p=.04); A safe working and learning environment (p=.013). In 
order to examine the differences more thoroughly, more detailed analysis was 
undertaken comparing individual School responses with responses of all other Schools 
for each of the value statements using a Mann Whitney U, the results of these 
analyses (in terms of statistical significance) are also shown in Table 5:6.
There were three Schools where responses for that School to the observance of the 
values were significantly different from other Schools. Given the large number of 
comparisons (six value statements x eight Schools) analysis was undertaken in terms
Stephen Duckett DBA thesis/71
of significant differences at both .05 and .01 level. Table 5:6 also shows the results of 
significant differences between Schools using a Mann-Whitney test.
In the case of the School of Human Biosciences, the staff reported a higher degree of 
observance of the values relating to putting students first (Mann Whitney U = 799; 
p=.020) and working co-operatively in the School (Mann Whitney U = 840; p=.047), 
relative to responses from staff in all other Schools. In Physiotherapy staff reported 
higher levels of observance of excellence in teaching, research and scholarship 
compared with all other Schools (Mann Whitney U = 403; p=.021). The differences in 
these two Schools were significant at the .05 level. Given the large number of 
comparisons, these results may represent true underlying differences between the 
observance of the values in those Schools, but they may also simply reflect random 
variation.
The third School, Nursing and Midwifery, was a case where value observance was 
significantly below responses from all other Schools in five value statements, four of 
which were significantly different from other Schools at the .01 level. In this School 
there was a significant difference at the .01 level in four values: Putting students first 
(Mann Whitney U = 764; p=.001); Working together co-operatively and respecting each 
other (Mann Whitney U = 392; p=.000); Intellectual freedom and academic integrity 
(Mann Whitney U = 771; p=.004); and A safe working and learning environment (Mann 
Whitney U = 731; p=.000). The higher level of significance and that the differences 
occur across most of the value statements suggests that there is a true underlying 
difference between staff attitudes about observed values in the School of Nursing and 
Midwifery compared to staff in all other Schools. This suggests that there should be 
further consideration of issues in this School.
Figure 5:2 portrays the differences between the types of units and staff in a box plot.
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GROUP
The main differences can be seen in the median scores for the various groups, with 
School administrative staff having a slightly higher median than the other three groups. 
The box plot also reveals outlier values with a number of academic staff having quite 
low scores on value observance. The differences between the various groups are not 
significant using the Kruskal-Wallis test (4.796; p = 0.187)
Although there were no statistical differences detected between respondents in terms 
of length of time they had been employed in the University, given the differences 
between academic and administrative staff, the effect of length of time employed was 
further explored by analysing responses from School-based academic. Here sufficient 
observations were received to provide useful analysis (see Table 5.7).
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Table 5:7 Observed values in Faculty of Health Sciences for School-based
academics by length of time employed: Mean responses and Kruskal Wallis
P u t t in g
s t u d e n t s
fir s t
W o r k in g  
t o g e t h e r  c o ­
o p e r a t iv e ly  a n d  
r e s p e c t in g  
e a c h  o t h e r
M a k in g  a  
c o n tr ib u t io n  t o  
h e a l th ,  h e a l th  
c a r e  a n d  s o c i e t y
E x c e l l e n c e  in 
t e a c h i n g ,  
r e s e a r c h  a n d  
s c h o la r s h i p
I n t e l le c t u a l  
f r e e d o m  a n d  
a c a d e m i c  
in te g r ity
A  s a f e  w o r k in g  
a n d  le a r n in g  
e n v i r o n m e n t
< 2 years 4.06 4.06 4.38 4.50 4.13 4.13
2-5 years 3.39 3.56 4.00 3.71 3.67 3.50
> 5 years 3.47 3.19 3.81 3.50 3.46 3.63
T o ta l 3.57 3.45 3.97 3.76 3.65 3.71
K r u sk a l W a l l i s 4 . 7 2 8 6 .7 6 9 * 5 .5 4 1 1 3 .6 0 7 * 5 .2 6 1 3 . 8 2 4
S c h o o l s  w ith  
s ig n if ic a n t  
d i f f e r e n c e s  in 
d i s t r ib u t io n s  b y  
le n g th  o f  
e m p lo y m e n t
N u r s in g N u r s in g  
P u b li c  H e a lth
N u r s in g N u r s in g  
P u b li c  H e a lth
N u r s in g N u r s in g
S ig n i f i c a n t  d i f f e r e n c e  b e t w e e n  d is t r ib u t io n s ,  p <  0 5
It can be seen that there are significant differences in the distributions for the values 
‘working together cooperatively and respecting each other’, and ‘excellence in teaching 
and scholarship’, by length of employment in the University or its predecessors. 
Longer standing employees report lower observance of these values within Schools. 
The table also shows whether .individual Schools exhibited the same relationship. 
Again, the School of Nursing and Midwifery is distinguished by longer standing staff 
having a quite different distribution of results from other staff in the School.
These differences may reflect differences in perception of the effect of some of the 
changes that have occurred in universities since the staff were originally employed at 
the University. Thus it may be that a significant minority of staff are expressing 
dissatisfaction with the way universities have developed and harking back to “the good 
old days” where it is perceived that staff were able to operate more collegially and 
excellence was valued. Newer staff are much more satisfied with the level of 
observance for these values, which suggests that the collaborative environment and 
the emphasis on excellence is consistent with their experiences in other workplaces or 
with their expectation prior to joining the University.
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Difference scores
An important aspect of observance of values in the workplace relates to how important 
these values are. This interrelationship, analysed through ‘difference scores’, is the 
focus of this section. Thus if a value is not observed to a very great extent in the 
workplace and that value is of little importance to a staff member, it is less important to 
management than a value that is ranked as not being observed but which is of high 
importance to the staff member. Difference measures can thus be used to identify 
areas where a low ranking on the value observance might be of much greater 
management importance.
The analysis strategy again relies on a nonparametric measure appropriate to ordinal 
data, Wilcoxon’s Z. Wilcoxon measures the difference in how a response is ranked, 
and is sometimes called the ‘signed ranked test’.
Wilcoxon can be used to compare the way a person ranks two sets of items. There 
are three possible outcomes of any ranking: item 1 ranked higher than item 2, or vice 
versa, and the two items ranked equally. One direction of the ranking is described as 
positive, the other negative, giving rise to the name ‘signed ranks’. Responses to each 
of the questions about the importance of the value and the observance of the value in 
the work unit were elicited on a 5 point Likert scale. These responses can be ranked 
(5s, followed by 4s, 3s, 2s and 1s) and the ranks of the responses on the two 
questions compared.
Table 5:8 shows comparison between the stated importance of the values and their 
observance in the workplace.
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Table 5:8 Comparison between stated importance and observance of values in
work unit
Value statement
P u t t in g  s t u d e n t s  f ir s t
W o r k in g  t o g e t h e r  c o ­
o p e r a t iv e ly  a n d  
r e s p e c t in g  e a c h  o t h e r
M a k in g  a  c o n t r ib u t io n  to  
h e a l th ,  h e a l th  c a r e  a n d  
s o c i e t y
E x c e l l e n c e  in t e a c h i n g ,  
r e s e a r c h  a n d  s c h o la r s h i p
I n t e l le c t u a l  f r e e d o m  a n d  
a c a d e m i c  in te g r ity
A  s a f e  w o r k in g  a n d  







































































‘ Negative rank indicates that value observance in the work unit is ranked as lower than importance
Table 5:8 shows the difference comparison in terms of the ranking. For example, in 
terms of the value putting students first, 163 staff answered both questions relating to 
how important that value was to themselves personally, as well the extent to which that 
value was observed in the workplace. 85 of those respondents indicated that the 
observance of the value was lower than the importance to them of that value, 15 
respondents answered that the observance was higher than the importance, and 63 
respondents ranked the two values equally. Consistent with previous results the 
rankings for the value observance is lower than for the importance of value (using 
Wilcoxon signed ranks test).
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The result on the value statement working together cooperatively and respecting each 
other is particularly noteworthy, where 113 of the 169 respondents ranked the value 
observance as less than the importance of the value.
Another way of looking at differences is to subtract the observance score from the 
importance score. Figure 5:3 shows a box plot of the different scores thus created.
Figure 5:3 Box plot of ‘difference scores’ (importance of value compared to 
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S t u d e n t s  f i r s t  C o n tr ib u t in g  A c a d e m i c  f r e e d o m
W o r k in g  c o o p e r a t i v e !  E x c e l l e n c e  S a f e  w  o r k p l a c e
The difference score for working together cooperatively and respecting each other is 
larger than the other difference scores (there is a significant difference between all of 
the distributions measured on the Friedman test, X2 = 54.8, p < 0.01 and all pair wise 
comparisons between the difference score for working cooperatively and the other 
difference scores are significant on a Wilcoxon signed ranks test at 0.01). This 
highlights the importance of the results from staff about the level of observance for this 
value statement.
The difference score for working together cooperatively appears to have a wider 
distribution than the different scores for the other values, that suggests that there is 
more diversity within the Faculty on this issue between the different workplaces.
Stephen Duckett DBA thesis/77
However, the Kruskal-Wallis test does not show that there is significant difference 
between respondents in terms of the type of work unit (see Table 5:9).
Table 5:9 Comparison of difference scores by type of work unit
P u t t in g
s t u d e n t s
fir s t
W o r k in g  
t o g e t h e r  c o ­
o p e r a t i v e ly  a n d  
r e s p e c t in g  e a c h  
o t h e r
M a k in g  a  
c o n tr ib u t io n  to  
h e a l t h ,  h e a lth  
c a r e  a n d  s o c i e t y
E x c e l l e n c e  in 
t e a c h i n g ,  
r e s e a r c h  a n d  
s c h o la r s h i p
I n t e l le c t u a l  
f r e e d o m  a n d  
a c a d e m i c  
in te g r ity
A  s a f e  w o r k in g  
a n d  le a r n in g  
e n v ir o n m e n t
S c h o o l s 0.75 1.29 0.41 0.71 0.78 0.78
R e s e a r c h  C e n t r e s 0.88 0.81 -0.19 0.50 0.76 0.52
F a c u l ty  c e n tr a l 0.29 0.86 0.71 0.21 0.43 0.43
T o ta l 0.72 1.19 0.36 0.63 0.74 0.72
K r u sk a l W a l l i s 3.03 4.56 8.29* 3.19 0.55 2.01
* S ig n if ic a n t  d i f f e r e n c e  in m e a n  r a n k  a t  p < 0 .0 5
In most cases there are no significant differences between types of work unit in terms 
of the different scores.
However a visual inspection of the table suggested that there was a significant 
difference between Schools on the one hand and research centres and Faculty Office 
on the other in terms of working together cooperatively and respecting each other. 
Dichotomous analysis indeed proved to reveal a significant difference on the Mann- 
Whitney U test (Mann-Whitney U = 2150, p = 0.035).
Table 5:10 examines difference scores for individual Schools.
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Table 5:10 Difference scores between observed values in Schools in Faculty of
Health Sciences and importance of those values: Mean values
S c h o o l
P u t t in g
s t u d e n t s
fir st
W o r k in g  
t o g e t h e r  c o ­
o p e r a t iv e ly  a n d  
r e s p e c t in g  e a c h  
o t h e r
M a k in g  a  
c o n t r ib u t io n  t o  
h e a l th ,  h e a l th  
c a r e  a n d  s o c i e t y
E x c e l l e n c e  in  
t e a c h i n g ,  
r e s e a r c h  a n d  
s c h o la r s h i p
I n t e l le c t u a l  
f r e e d o m  a n d  
a c a d e m i c  
in te g r ity
A  s a f e  w o r k in g  
a n d  le a r n in g  
e n v i r o n m e n t
H u m a n  B i o s c i e n c e s 0.45 0.86 0.41 0.76 0.71 0.59
H u m a n  C o m m u n ic a t io n  
S c i e n c e s 0.30 0.80 0.30 0.60 0.60 0.50
S o c i a l  W o r k  a n d  S o c i a l  
P o l ic y 0.20 0.50 0.40 0.60 0.90 0.20
O r t h o p t ic s 1.00 1.50 0.25 0.25 0.75 0.00
O c c u p a t io n a l  T h e r a p y 0.55 1.18 0.55 0.82 0.55 0.73
B o u v e r ie  C e n t r e -1.00 0.50 0.00 -0.50 0.00 1.00
P u b lic  H e a lth 0.71 1.18 0.04 0.50 0.56 0.74
P h y s i o t h e r a p y 0.46 0.77 0.08 0.17 0.17 0.50
N u r s in g  a n d  M id w ife r y 1.69 2.58 1.04 1.32 1.52 1.58
T o ta l 0.75 1.29 0.41 0.71 0.78 0.78
K r u sk a l W a l l i s 30.27** 34.57** 13.61* 16.44* 16.92* 19.61**
* S ig n if i c a n t  d i f f e r e n c e  b e t w e e n  d is t r ib u t io n s ,  p < 0 .0 5  
** S ig n if i c a n t  d i f f e r e n c e  b e t w e e n  d is t r ib u t io n s ,  p < 0 .0 1
The table shows a significant difference in the distributions of different scores for each 
of the value statements, again with the School of Nursing having higher difference 
scores on every value statement than every other School.
In general the mean difference score is less than 1, suggesting that in most cases 
there is little difference between the observance of a value and the importance with 
which that value is rated. On the other hand, there is a mean difference of 2.6 
between the importance attached to working together cooperatively and respecting 
each other in the School of Nursing and Midwifery and the observance of that value in 
that School. This further highlights issues relating to Nursing and Midwifery that have 
been identified in the previous tables.
Apart from the School of Nursing and Midwifery and the Bouverie Centre (a very small 
group within the Faculty) the only situation where difference scores >1 occur involve
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the value working together cooperatively and respecting each other and, in the case of 
the School of Orthoptics, putting students first. In addition to the School of Nursing 
and Midwifery, three Schools have a difference score of >1 for the value working 
together cooperatively, namely Orthoptics, Occupational Therapy and Public Health. 
Given its small size, the differences revealed in the School of Orthoptics may be 
artefactual. For the other Schools, differences of this size could impact adversely on 
the operation of the Schools and on morale and retention of staff. Further explanation 
by School management (and, possibly, by myself as Dean) as to possible reasons for 
the differences and ways in which collegiality could be improved is warranted in these 
cases.
Table 5:11 Difference scores in Faculty of Health Sciences by work function: Mean
responses and Mann Whitney U
P u tt in g
s t u d e n t s
fir s t
W o r k in g  
t o g e t h e r  c o ­
o p e r a t iv e ly  a n d  
r e s p e c t in g  
e a c h  o t h e r
M a k in g  a  
c o n tr ib u t io n  t o  
h e a l t h ,  h e a l th  
c a r e  a n d  s o c i e t y
E x c e l l e n c e  in 
t e a c h i n g ,  
r e s e a r c h  a n d  
s c h o la r s h i p
I n t e l le c t u a l  
f r e e d o m  a n d  
a c a d e m i c  
in te g r ity
A  s a f e  w o r k in g  
a n d  le a r n in g  
e n v ir o n m e n t
A c a d e m i c 0.85 1.25 0.52 0.96 1.01 0.85
A d m in /T e c h 0.57 1.17 0.13 0.06 0.28 0.52
T o ta l 0.75 1.22 0.39 0.66 0.77 0.73
Mann-Whitney
U 2298 2735 2183* 1332* 1679* 2397
* S ig n if i c a n t  d i f f e r e n c e  b e t w e e n  d is tr ib u t io n s ,  p < 0 .0 5
Table 5:11 shows the different scores by type of work unit. Again the different scores 
for working together cooperatively are higher than the other difference scores, but 
there are no significant differences by work function (administrative versus academic 
staff). Significant differences are found in terms of values about making a contribution 
to health, health care and society; excellence in teaching, research and scholarship; 
and intellectual freedom and integrity. These differences were reflected in the earlier 
analysis and probably reflect a greater emphasis and awareness of academic staff of 
these issues.
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Barriers to adherence to values
As indicated above, staff had an opportunity to indicate in open-ended questions what 
they perceived as the main factors that might inhibit adherence to the espoused values 
in the School/Centre/Unit. A common coding frame was used to code this question 
into a series of categories. As far as possible the language of the staff member was 
used in developing the categories.
Across all of the open-ended questions (one for each of the six value statements) there 
were 275 responses from 107 respondents (out of the 169 total respondents). Thirty- 
three separate categories were used in the analysis, although some dealt with 
overlapping concepts. Table 5:12 shows the full listing (33 items) of the inhibiting 
factors for each value statement, ranked by frequency of total responses.
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Table 5:12 Frequency distribution of factors identified as presenting barriers to 
adherence to values in work unit
P u ttin g
s tu d e n ts
f irs t
W o r k in g  t o g e th e r  
c o -o p e r a t iv e ly  
a n d  re s p e c t in g  
e a c h  o th e r
M a k in g  a  
c o n tr ib u t io n  to  
h e a lth ,  h e a lth  
c a r e  a n d  
s o c ie ty
E x c e l le n c e  in 
te a c h in g ,  
r e s e a r c h  a n d  
s c h o la rs h ip
In te l le c tu a l  
f r e e d o m  a n d  
a c a d e m ic  
in te g r ity
A  s a fe  w o rk in g  
a n d  le a rn in g  
e n v ir o n m e n t
Total
F u n d in g ,  r e s o u r c e s 1 9 9 1 2 1 2 2 2 56
W o r k lo a d 1 4 9 3 1 3 3 2 44
C o m m it m e n t 4 5 1 4 7 1 22
T im e  c o n s t r a in t s 5 4 3 7 1 1 21
C o n f l ic t in g  p r io r it ie s 6 1 2 4 2 1 16
E m p h a s i s  o n  r e s e a r c h ,  
p u b li s h in g 5 3 1 2 11
A c a d e m i c  c o m p e t i t i o n 1 9 1 11
M a n a g e r ia l is m 1 4 3 1 9
S t u d e n t s  n o t  c o r e  b u s i n e s s 9 9
L e a d e r s h ip 1 1 4 1 7
B u lly in g 2 5 7
S t r e s s 1 1 5 7
A d m in is t r a t iv e  p r o c e s s e s 5 1 6
E m p h a s i s  o n  r e v e n u e  r a is in g ,  
m a r k e t  p o s i t io n in g 1 1 3 5
G e o g r a p h y 1 3 1 5
L a r g e  s i z e  c l a s s e s 3 2 5
A ir -c o n d it io n in g 4 4
B u ild in g  d e s i g n 2 1 1 4
A c a d - G e n e r a l  s t a f f  c o n f l ic t 1 2 3
C o m m u n ic a t io n 2 1 3
T r a in in g 2 1 3
M a r k e t  f o r c e s 2 2
G o v t  in t e r f e r e n c e 1 1 2
M o r a le 2 2
P a r t - t im e  s t a f f 1 1 2
T h e f t 2 2
H ie r a r c h ic a l  s t r u c t u r e 1 1
S k ill  m ix 1 1
S t a f f  t u r n o v e r 1 1
C a r  p a r k in g /l ig h t in g 1 1
B lo c k e d  h a l lw a y s 1 1
L a c k  o f  M e d ic a l  S c h o o l 1 1
R e w a r d  s y s t e m 1 1
T o t a l 78 61 31 56 20 29 275
A cluster of concepts relating to funding, workload and time constraints is seen as 
being a significant factor that inhibits adherence to values across most value
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statements. The most frequently identified category related to funding and resource 
issues, identified by 56 respondents across the six value statements (20% of all 
identified inhibiting factors). Workload, coded as a separate category, was identified 
by a further 44 respondents and time constraints by a further 21 respondents. These 
latter two categories are, in a sense, caused by funding constraints and could be seen 
as symptoms of an underlying problem. A total of 131 respondents identified issues 
from this cluster of categories as presenting a barrier to adherence to the espoused 
values. They represent 48% of ail responses to identified barriers.
Importantly, there were 22 mentions of a commitment by the University to these 
espoused values as also being a factor that inhibits adherence to the espoused value 
at the work unit level.
In terms of putting students first, the most frequently identified categories again related 
to funding and resources. Taken together with the related concepts of workload and 
time constraints, 38 respondents, or almost half, identified this issue as being a 
significant factor affecting adherence to this value. Factors exogenous to the work 
unit, such as commitment, by the University, administrative processes and 
managerialism, were less frequently mentioned.
Inhibiting factors relating to working together co-operatively and respecting each other 
were perceived to be similar to both the overall pattern and the responses to putting 
students first. Twenty-two respondents, over one-third of all respondents who 
identified barriers to adhering to this value, cited factors associated with resource 
constraints. The modal value in terms of inhibiting factors for this value statement was 
nine. Interestingly, academic competition also appeared here as a modal response. 
This category groups together responses of the following kinds:
• competition and success are rewarded, concern for others is not (Level A/B staff 
member)
• academic “traditions”, competitive environment (Level D/E staff member);
• competition beats cooperation on most occasions (Level D/E staff member).
About one-third of respondents who identified factors preventing adherence to the 
value making a contribution to health, health care and society identified the resource 
factors (18 of the 31 respondents).
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Three respondents identified the category related to managerialism. This category 
incorporates responses such as:
• bureaucratic and hegemonic self interest of University (Level B staff member);
•  conflict between managerialism (money making; not upsetting tenders; pseudo 
efficiency; focus on outputs) and academic values (time to reflect; doing a job 
well; ability to speak out without fear or favour) (Level C staff member);
No other factors were identified by more than two respondents
Fifty-six respondents identified factors preventing adherence to the value about 
excellence in teaching, research and scholarship. Again funding and resource issues 
rated highly here, with 32 responses, about two-thirds of respondents, identifying the 
three related factors.
Financial issues did not dominate responses to the value related to intellectual 
freedom and academic integrity. Here the modal response, one-third of the 20 
respondents, related to commitment from the University. Typical comments grouped 
to this category were:
•  This does not appear to be strongly espoused or required within the University 
(Level C staff member);
• Lack of encouragement, support to pursue activity that allows these things to 
evolve (Level A/B staff member).
Twenty-nine people identified factors that inhibit adherence to the value statement of a 
safe working and learning environment. Specific resource constraint categories did not 
dominate here, but rather the modal responses were associated with categories 
related to bullying and stress in the workplace.
A number of respondents provided specific examples of factors that impede a safe 
working environment, such as air-conditioning (some parts of the Health Sciences 
buildings can be extremely hot in summer). A related category of building design 
might also refer to this problem. Other specific factors such as theft were also 
mentioned.
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Discussion
As hypothesised in research aim 5, differences were found in value adherence across 
different organisation units with the School of Nursing and Midwifery showing results 
significantly different from other Schools. This issue is explored further in chapter 7.
The emphasis on the resource-related categories as factors presenting barriers to 
adherence to the values is understandable in the context of a fiscally-constrained 
University environment and government requirements to absorb wage increases 
through productivity and consequential increased student: staff ratios. However, this 
emphasis on resource constraint deflects attention from implicit choices made by 
individual academics or their work units about priorities and value choices.
The most obvious example of this relates to the value, putting students first. This is a 
value about relative priority of students over other aspects of the job role (including, in 
the case of academics, research and making a contribution to health, health care and 
society). In the job context, setting a relative priority to advantage students can occur 
in any environment regardless of the nature of resource constraints.
In most cases students would have a better university experience if there were a better 
student: staff ratio and more resources were available to support the learning and 
teaching endeavour. It may be that staff are revealing a frustration about resource 
constraints and feel that they could do a better job in different financial circumstances. 
However, as indicated above, the relative priority to students in the job role should not 
be affected by resource constraints.
The responses might also stem from issues about the work-home balance. Although 
the question was phrased as being about the work unit, respondents might still have 
been reflecting implicit concerns that they are not able to devote more attention to 
students without impacting adversely on their home situation. This hypothesis cannot 
be explored, given the design of the questionnaire.
Similarly, 11 respondents identified “conflicting priorities and an emphasis on research 
and publishing” as reasons why the value of putting students first was not adhered to 
in their work unit. Conflicting priorities is the essence of this particular value statement 
as it is phrased as a priority. It is a choice of the work unit.
Stephen Duckett DBA thesis/85
Similar arguments about the effect of resource constraints also apply to adherence to 
the value working together co-operatively and respecting each other. Again, a co­
operative work environment should not be affected by resource constraints, frustrating 
as they may be.
The responses about academic competition suggest that the individual focus of reward 
structures in universities is an important inhibiting factor in adherence to the value 
statement about co-operative working. It will be recalled that this value was the one 
that was most important to staff across the Faculty. Academic competition and 
recognition of individual excellence may to some extent be intrinsic to the nature of 
academic work. However, increasingly, research funding agencies are rewarding co­
operative and collaborative research and so the reward structures may not be as 
orthogonal to the desired work environment of the future as they might have been in 
the past.
The phrasing of the value “excellence in teaching, research and scholarship” is not one 
about relative importance and so the responses that highlight resource constraints are 
identifying a factor that could impede achieving excellence. However, the value 
statement questions are about whether the work unit values excellence, not the extent 
of achievement, and hence it is questionable whether resource constraints are truly 
relevant inhibiting factors.
Overall, the general pattern of responses to factors identified as presenting barriers to 
adhering to values in the work units in the Faculty show an emphasis on exogenous 
factors such as funding and resources, rather than factors that are amenable to 
change within the work environment. The most notable exception to this 
generalisation relates to the factors inhibiting adherence to the value of a safe working 
and learning environment, where endogenous factors such as bullying and stress 
represented modal values.
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Chapter 6: Observed Values within the University
This chapter reports on a further component of the values questionnaire: 
addressing adherence to the value statements in the wider University. Differences 
between value adherence in the immediate work environment and the wider 
University are identified. Although differences between groups of staff were 
examined, no differences between groups were hypothesised and such differences 
were not oenerallv aooarent.
In previous chapters I reported on the values held by staff in the Faculty of Health 
Sciences, and on the extent to which these values were observed in the work unit. 
This chapter reviews the extent to which these same values are observed in the 
University as a whole, using the same response scale ranging from 1 (to a very small 
extent) to 5 (to a very great extent).
It will be recalled that our theoretical model, as articulated in chapter 1, hypothesises 
that environmental impacts on values on employees are mediated by University-wide 
issues and the immediate work environment. This chapter reports on the impact of the 
University-wide environment, and also reports on differences between value 
observance at the University-wide environment and the immediate local environment. 
A number of factors are of interest here, including whether this distinction between 
impacting factors is relevant and whether staff can distinguish between a local 
environment and the wider environment.
Table 6:1 shows the frequency distribution of observed values, the result of the 
Kolmogorov-Smirnov Z test and the number of valid responses.
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Table 6:1 Extent to which value statements are observed in the University as a 
whole
1
V e r y
s m a l l
e x t e n t
F r e q u e n c y  D is tr ib u t io n  ( P e r c e n t )  
2  3  4
V e r y
g r e a t
e x t e n t
M e a n
r e s p o n s e
K o lm o g o r o v -
S m ir n o v
P u t t in g  s t u d e n t s  f ir s t
W o r k in g  t o g e t h e r  c o ­
o p e r a t iv e ly  a n d  r e s p e c t in g  
e a c h  o t h e r
M a k in g  a  c o n tr ib u t io n  to  
h e a l th ,  h e a l th  c a r e  a n d  
s o c i e t y
E x c e l l e n c e  in t e a c h i n g ,  
r e s e a r c h  a n d  s c h o la r s h i p
I n t e l le c t u a l  f r e e d o m  a n d  
a c a d e m i c  in te g r ity
A  s a f e  w o r k in g  a n d  



























The results of the Kolmogorov-Smirnov test again suggest that non-parametric 
statistics should be used for the analysis of these value statements in this chapter.
It can be seen that the modal response for three of the value statements (putting 
students first; working together co-operatively and respecting each other; making a 
contribution to health, health care and society) is the mid-point of the scale with the 
mode for the remaining three value statements being at the fourth point on the 5-point 
Likert scale. The modal response for the University as a whole is thus somewhat 
lower than for the extent of value observance in the work unit. This has positive and 
negative connotations. On the one hand it is positive in the sense that the work unit 
has a very important influence on the working life of the staff member and so a higher 
level of value observance is to be welcomed; on the other hand it is negative because 
the value statements all reflect values of high importance to the staff. The fact that 
these values do not appear to be observed to the same extent as they are in the work 
unit should be of concern.
There is a significant difference between the rankings of extent of value observance in 
the University (Friedman x2 = 81.7; p = .000). Table 6:2 shows bi-variate comparisons.
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The table shows the relationship between values indicated by row and column numbers. Only 
relationships (rankings) with significant differences < .01 on Wilcoxon signed ranks test are shown.
Observance of the value working together cooperatively and respecting each other is 
rated lower than observance of all the other values at the University level (statistically 
significant on Wilcoxon signed-ranks test). Putting students first as a value is rated 
lower than intellectual freedom and academic integrity and a safe working and learning 
environment. The observance of making a contribution to health, health care and 
society is rated lower than observance of excellence in teaching, research and 
scholarship and a safe working and learning environment.
Table 6:3 shows the mean response for the extent of value observance in the 
University as a whole compared with value observance in the work unit.
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Table 6:3 Comparison of extent to which values are observed in the University
as a whole and in the work unit (School, Centre)
M e a n  R e s p o n s e
W ilc o x o n  S i g n e d  R a n k s  T e s t
U n iv e r s it y  a s  a  
w h o le
W o r k  u n it
P u t t in g  s t u d e n t s  fir st 3 . 3 6 3 . 7 4 - 4 .2
W o r k in g  t o g e t h e r  c o ­
o p e r a t iv e ly  a n d  r e s p e c t in g  
e a c h  o t h e r 2 . 9 8 3 . 6 2 - 5 . 5 5
M a k in g  a  c o n tr ib u t io n  t o  
h e a l t h ,  h e a l th  c a r e  a n d  
s o c i e t y 3 . 3 4 4 . 0 4 - 6 .8 3
E x c e l l e n c e  in t e a c h i n g ,  
r e s e a r c h  a n d  s c h o la r s h i p 3 .6 1 3 . 9 6 - 4 .1 0
I n t e l le c t u a l  f r e e d o m  a n d  
a c a d e m i c  in te g r ity 3 . 5 2 3 . 8 5 - 3 . 5 5
A  s a f e  w o r k in g  a n d  le a r n in g  
e n v ir o n m e n t 3 . 7 0 3 . 9 4 - 3 . 4 9
Using the non-parametric Wilcoxon Signed Ranks Test, the differences between the 
distributions are statistically significant for all value statements with all differences 
being statistically significant at p < .001.
Cumulative scores
Again, a continuous variable was created to measure the observance of values at the 
University level (see Figure 6:1)
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Figure 6:1 Frequency distribution of cumulative University-wide value
observance
5 0  ---------------------------------------------------------------------------------------------------------------------------------------------------------
1 0 . 0  1 2 . 5  1 5 . 0  1 7 . 5  2 0 . 0  2 2 . 5  2 5 . 0  2 7 . 5  3 0 . 0
University-wide value observance
The cumulative University-wide value observance score is less skewed than the 
cumulative scores for either importance of values or value observance in the work unit. 
The mean median and mode are almost identical (20.5, 20.0, 19.0 respectively) and 
the distribution is not significantly different from the normal distribution on a 
Kolmogorov-Smirnov test (z = 0.879).
Differences between staff
In terms of differences between staff, academic staff report a lower level of value 
observance for the value putting students first (mean for academics 3.22; 
administrative/technical 3.60; Kruskal Wallis = 7.7, p = .005). This difference could 
reflect differences in roles of administrative and academic staff, with academic staff 
being closer and more aware of the University’s commitment to putting students first.
There are no statistically significant differences between the extent of value 
observance for the other values based on the type of staff, nor differences in terms of 
the work unit (School versus Research Centre), between Schools, or based on length 
of employment within the University (on Kruskal-Wallis test). Similarly there are no
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statistically significant differences between the cumulative measure of University-wide 
value observance and any of the classificatory measures.
Difference measures
There is a significant difference between the ranking of the stated importance and the 
observance of the values for each of the value statements (see Table 6:4).
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The difference in distributions can also be seen visually in Figure 6:2 that shows the 
different frequency distributions of the cumulative importance scores and the value 
observance scores at work unit and University level.
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Figure 6:2 Frequency distributions of cumulative importance and value
observance scores
4 5
I m p o r t a n c e
4 0
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Cumulative score
The importance scores are highly skewed to the left, with the work unit values scores 
also skewed but not to the same extent. The measures of central tendency are much 
higher for the importance score compared to the work unit value score, with measures 
of central tendency toward the University-wide observance being much lower than the 
other two distributions(see Table 6.5. These differences in distributions are 
statistically significant using Friedman’s test, x2= 186, p<0.01)
Table 6.5 Measures of central tendency of cumulative importance and value observance 
scores
Importance of value Work unit value University-wide value
statements personally observance observance
Mean 27.49 23.13 20.50
Median 28 23 20
Mode 30 23 19
Mean rank 2.85 1.89 1.25
Although the maximum score on both distributions of value observance was 30 (and 
this score was used by two respondents in both cases), in contrast to the 12% of 
respondents who reported a cumulative work unit value observance of less than 20, 
41% of respondents reported a University-wide value observance of less than 20. This
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reflects both the much lower level of value observance and also the wider spread of 
responses. Similarly 3.9% of respondents reported work unit value observance of less 
than 15, compared to 7.9% of respondents reporting University-wide value observance 
less than 15. The distributions thus show a fairly wide spread (also shown visually in 
Figure 6.2). This relative lack of homogeneity in terms of University-wide observance 
suggests that, although Faculty staff report lower levels of value observance in the 
University as a whole, there is still significant heterogeneity of views across the Faculty 
on this issue.
A difference score, measuring the difference between the stated importance of each of 
the value statements and the reported observance of those values in the University, 
was calculated for each value statement. Table 6:6 shows analysis of difference 
scores between the importance and University-wide values for each of the value 
statements, classified by function.
Table 6:6 Difference scores in Faculty of Health Sciences by work function: Mean
responses and Mann Whitney U
P u t t in g
s t u d e n t s
fir s t
W o r k in g  
t o g e t h e r  c o ­
o p e r a t iv e ly  a n d  
r e s p e c t in g  
e a c h  o t h e r
M a k in g  a  
c o n tr ib u t io n  t o  
h e a l t h ,  h e a l th  
c a r e  a n d  s o c i e t y
E x c e l l e n c e  in  
t e a c h i n g ,  
r e s e a r c h  a n d  
s c h o la r s h i p
I n t e l le c t u a l  
f r e e d o m  a n d  
a c a d e m i c  
in te g r ity
A  s a f e  w o r k in g  
a n d  le a r n in g  
e n v ir o n m e n t
A c a d e m ic 1.22 1.93 1.20 1.31 1.29 0.99
A d m in /T e c h 0.98 1.69 0.81 0.45 0.54 0.85
T o ta l 1.14 1.84 1.07 1.02 1.04 0.94
M a n n - W h itn e y  U 2169 2326 2174 1309* 1523* 2366
Again, the mean difference score on working together cooperatively approaches two 
points on the Likert scale for this value statement, suggesting quite a significant 
dissidence between the importance and the observance. There are significant 
differences between academic and administrative and technical staff on only two of the 
value statements - excellence in teaching and intellectual freedom -  possibly again 
reflecting the difference salience of those values to the different groups of staff. There 
were no significant differences between the different scores for the type of work unit.
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Conclusion
The overall pattern revealed here is that the extent of value observance of these 
values is significantly lower at the University-wide level than it is within the Faculty. 
Importantly, values that are ranked highly by staff are not seen to be observed in 
practice within the University. These differences are across all types of staff and all 
work settings.
It is also important to note that there is a significant difference in the results for value 
observance at the local level and at University-wide level. The staff can therefore 
clearly distinguish between different levels of the University (at least making a 
distinction between their local work environment and the wider environment).
The mean responses are generally more than half a point different on the Likert scale 
between the work unit and University as a whole and the mean responses for all 
except one of the questions are between the mid point and the fourth point of the Likert 
scale. This does not augur well for the University, with the cumulative observance 
scale having some very low scores indeed.
For one question, namely the value of working together cooperatively and respecting 
each other, the value observance is below the mid point of the Likert scale. This 
should be of great concern. There could be a number of reasons for this low score. 
The first part of the value statement is about working together cooperatively, and it 
may be that staff in the Faculty of Health Sciences do not observe a great deal of 
collaboration outside their own work unit. Although much of modern research 
encourages collaboration between disciplines, this has not been a characteristic of the 
Faculty of Health Sciences, and this may be reflected in the observance of this value 
statement. The management response to this issue could then be promoting inter­
faculty collaboration and partnerships with other Schools in the University.
On the other hand, if the low score is emphasising the “respecting each other” 
component of the value statement, this is extremely serious. Interpretation based on 
this component of the value statement would suggest a need for work on changing 
behaviours across the University. This is, of course, very difficult, requiring both 
training and modelling changes.
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Chapter 7: The Special Case of the School of Nursing and Midwifery
Staff from the School of Nursing and Midwifery were identified in previous chapters 
as reporting significantly different value observance compared to staff in other 
schools. In this chapter I look more closely at the School, to examine differences 
within the School and discuss management responses to the observed differences.
In previous chapters I have reported on the espoused and observed values in the 
Faculty of Health Sciences. I noted that the observance of most of the value 
statements in the School of Nursing and Midwifery was significantly below that of all 
other Schools in the Faculty (see Figure 7:1). In this Chapter I report on the School of 
Nursing and Midwifery as a case study of attempting to use the values questionnaire in 
the management of the Faculty of Health Sciences.
Figure 7:1 Observed values in the School of Nursing and Midwifery compared to 
all other schools, 2003
A safe working and learning environment
Intellectual freedom and academic integrity
Excellence in teaching, research and 
scholarship
Making a contribution to health, health care and 
society
Working together co-operatively and respecting 
each other
All other schools
School of Nursing 
Midw ifery
Putting students first
These differences came as no surprise to me as I had received informal feedback 
about problems in the School over the previous twelve months. The questionnaire 
results gave some ‘objective’ evidence that there was something about the School of 
Nursing and Midwifery that needed to be explored further.
In parallel with the evaluation of value adherence, a questionnaire was undertaken by 
administrative staff in the Faculty of student perceptions of the quality of administrative 
support offered by the various School offices. The results for the School of Nursing 
and Midwifery compared to all other Schools are summarised in Figure 7:2.
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Figure 7:2 Student perception of administrative support in School of Nursing 
and Midwifery compared to all other schools, 2004
I re c e iv e  a s s is t a n c e  p r o m p t ly
M  y q u e r ie s  o f  a  m o  re  c o  m p le x  n a tu r e  a r e  d e a lt  w ith  
in a  t im e ly  fa s h io n  
S t a f f  a r e  p a t ie n t  a n d  c o u r te o u s  w h e n  d e a lin g  w ith  
m y  r e q u e s t /s
S ta f f  a r e  a b le  to  s u p p ly  th e  in fo r m a t io n  I re q u ire  
C o u r s e  a d v ic e  s u p p lie d  to  m e  h a s  b e e n  a c c u r a te
C o u r s e  a d v ic e  s u p p lie d  to  m e  h a s  b e e n  h e lp fu l
T h e  o t h e r  in fo r m a t io n  s u p p lie d  to  m e  h a s  b e e n  
a c c u r a te ,  e .g . t im e ta b le  in fo r m a t io n  
T h e  o t h e r  in fo r m a t io n  s u p p lie d  to  m e  h a s  b e e n  
h e lp fu l, e .g . e x a m in a t io n  in fo r m a t io n
T h e  o p e n in g  h o u rs  h a v e  m e t  m y  n e e d s
O v e r a ll ,  h o w  s a t is f ie d  a r e  y o u  w ith  th e  
a d m in is t r a t iv e  s e r v ic e s  p ro v id e d  b y  t h e  F a c u lty  o f
It can be seen that students in the School of Nursing and Midwifery report mean 
satisfaction with administrative issues that is below that of all other Schools. These 
differences are statistically significant for each of the questions.
More detailed analysis of the School of Nursing and Midwifery results suggested that 
there was a significant difference in the observance of values between academic and 
administrative staff in the School of Nursing and Midwifery on only one value, namely 
valuing excellence in teaching and research (Mann Whitney U = 32, p = .037). The 
mean response for academics was 3 on the 5-point scale, with administrative staff 
having a mean response of 4.13. There may be legitimate reasons for the differences 
in perceptions on this value, namely that the emphasis on excellence in teaching and 
research plays out more directly in the working life of academic staff and they are thus 
more acutely aware of whether the value is really embedded in the culture of the 
organisation, or not. However it is difficult to know how to use this piece of information. 
There were no statistically significant differences in value observance between 
academic staff according to their level of appointment.
Staff who had been at the University longer had a somewhat less positive view of 
value adherence. Table 7:1 shows the results of perceived value adherence based on 
the length of employment at the University.
■  S c h o o l  o f  
N u r s in g  +  
M id w  ife r y
■  A ll o t h e r  
s c h o o l s
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Table 7:1 Observed values (mean) in the School of Nursing and Midwifery by























A safe working 
and learning 
environment
< 2 years 3.86 2.36 4.14 4.29 4.14 3.86
2-5 years 3.14 2.29 3.86 3.86 3.43 3.14
6-10 years 2.60 2.00 3.20 2.60 2.25 2.60
> 10 years 2.50 1.25 3.25 2.00 2.00 1.75
Total 3.13 2.22 3.70 3.39 3.18 3.00
Kendall’s t -0.524* -0.450* -0.283 -0.582* -0.621* -0.499*
* Significant correlation <0.01
It can be seen that generally staff that have been employed longer at the University are 
seeing less value adherence. Except for the value, making a contribution to health, 
health care and society, increasing employment at the University was associated with 
a reduced perception that core values were observed in practice. For the five value 
statements that showed this pattern, the effect was monotonic: for each length of 
service category, people in the next longest category reported lower value observance.
As shown in Chapter 4, this finding about the effect of length of employment on 
perceived value observance was generally not replicated in other Schools. Within the 
School of Nursing and Midwifery the differences are stark, with more than a two point 
difference on the Likert scale between responses from staff with more than ten years 
experience and those with less than two years experience on three of the six 
statements. Differences on the other three value statements exceeded one point on 
the Likert scale.
Perceived barriers to goal adherence
Staff were asked to identify barriers to goal achievement. Comparison of patterns and 
responses here is difficult, in part because of the large number of categories and small 
number of respondents (eg. in terms of barriers to adhering to the value of putting 
students first, there were only 16 responses from the School of Nursing and 
Midwifery).
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On visual inspection the pattern of responses for the barriers to goal adherence were 
very similar between respondents from the School of Nursing and Midwifery and 
respondents in other Schools. However, in terms of the value associated with valuing 
excellence in research and teaching, there was a statistically significant difference 
between the identified barriers nominated by staff of the School of Nursing and 
Midwifery and other Schools (contingency coefficient = .569, p approximately .042). 
These results are shown in the Table 7:2.







Leadership 1 2 3
Emphasis on research, publishing 0 2 2
Emphasis on revenue raising, market 
positioning 1 0 1
Commitment 3 0 3
Funding, resources 0 8 8
Workload 5 8 13
Conflicting priorities 0 4 4
Time constraints 1 5 6
Training 0 1 1
Stress 1 0 1
Geography 0 1 1
Building design 0 1 1
Reward system 0 1 1
Total 12 33 45
One interpretation of the differences here might be that the School of Nursing and 
Midwifery appears to be seen to have a lower commitment to this value (from the 
leadership), possibly due to an emphasis on revenue raising and market positioning, 
although these results, of course, can only be tentative. An alternative explanation 
may be that the differences between the School of Nursing and Midwifery and other 
Schools are driven by the greater emphasis in other Schools on exogenous factors 
such as funding, rather than the endogenous emphasis on leadership and commitment 
in the School of Nursing and Midwifery.
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In terms of a safe environment, four of the eight respondents who mentioned particular 
barriers mentioned bullying as a barrier to a safe environment; no respondents from 
other Schools in the Faculty mentioned this as a barrier This suggests that bullying 
may be a particular issue within the School.
Value adherence in the University
The respondents from the School of Nursing and Midwifery appeared to judge value 
adherence in the rest of the University in the same way as respondents from other 
Schools in the Faculty. There was only one value statement where there was a 
significant difference between respondents from the School of Nursing and other 
Schools, and that related to making a contribution to health, health care and society, 
where respondents from the School of Nursing and Midwifery felt that there was a 
greater degree of value observance in the University than respondents from other 
Schools (mean on the 5 point Likert scale of 3.73; in the School of Nursing and 
Midwifery compared to 3.29 in all other Schools; Mann Whitney U = 943, p = .044). 
There is no apparent reason for a difference between respondents from the School of 
Nursing and Midwifery and other Schools on this value, so this results leads to no 
specific course of administrative action.
Using the data
These results suggest that the School of Nursing and Midwifery is different from other 
Schools. The questionnaire was used to provide a “conversation starter” within the 
School. In particular, the results from the questionnaire about value adherence were 
used for management purposes.
As Dean of the Faculty of Health Sciences, I convened a meeting of the leadership 
group of the School of Nursing and Midwifery. This consisted of the Head of School, 
the Deputy Head of School, the School Administration Manager and the Professors of 
the School, a total of seven people. I presented the two figures as shown above to the 
meeting and used it as an opportunity to discuss staff and student perceptions of the 
modus vivendi of the School. In particular, I highlighted the significant differences 
between the School of Nursing and Midwifery and other schools on reported 
observance of value statements such as working co-operatively, and suggested that 
the School needed to address those issues. It was agreed at that meeting that I
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should address a full School meeting on this issue, which I did, presenting the same 
data.
The purpose of these meetings was to highlight to the School leadership and staff the 
need for change in relationships within the School. Such a change in relationships 
required a totally different approach to management and leadership (although this is 
not all that is required). A more inclusive approach to School management was 
advocated: strengthening opportunities for staff involvement in consultation.
Although the incumbent Head of School had a number of strengths, her management 
style was clearly not seen as contributing positively to the culture. It is a moot point 
whether any structural changes implemented would have by themselves been 
sufficient to achieve the necessary changes within the School. Accordingly, a 
proposed merger of the School with the group responsible for teaching nursing on the 
Bendigo campus of the University (part of a different Faculty) provided the opportunity 
for leadership change by appointing a new of Head of School (from outside the existing 
staff) to ‘start afresh’ with a new management, management style and structure.
Conclusion
It is clear from the data reported in this chapter that there were significant differences 
between the School of Nursing and Midwifery and other Schools, not only as 
measured in the values questionnaire but in the survey of students. The staff and 
leadership group discussions did not lead to articulation of any particular reasons for 
the differences.
Leadership is an important contributing factor to creation of a work climate and the 
modelling and transmission of appropriate behaviours. The amalgamation of units of 
the Faculty of Health Sciences with units of the Faculty for Regional Development 
(referred to in chapter 2) meant that there was an opportunity to change the structure 
and leadership of the School of Nursing and Midwifery. The values questionnaire 
highlighted the importance of doing so.
But use of the questionnaire in this way raises again the issues of power relations 
canvassed in Chapter 2. The questionnaire was distributed from the Faculty office, a 
centre of power in the Faculty. The response rate from the School of Nursing and
Stephen Duckett DBA thesis/101
Midwifery was 37%, approximately the same as the overall response rate. I had 
confidence in the use of the survey data, partly because the survey findings were 
consistent with previous informal feedback and partly because they were reinforced by 
the student survey results. This triangulation also meant that I was not relying on one 
data source alone for my actions.
Data collection for its own sake should be eschewed. Researchers have an ethical 
obligation to act on research results, normally through publication dissemination. Staff 
who complete management-initiated questionnaires of this kind might reasonably have 
an expectation that results will be used: that problems revealed would be addressed 
through management action. Thus the fact that the questionnaire was distributed from 
an authoritative source reinforces the need for action on the results.
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Part III
Conclusions
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Chapter 8: Conclusion 1- Overview and Implications for the Faculty of
Health Sciences at La Trobe University
This chapter is the first of two ‘conclusions’ chapters. It reviews the findings of 
the “results” chapters (Chapters 4-7), summarising the key conclusions and, as 
appropriate in a Professional Doctorate, identifying implications for the Faculty of 
Health Sciences and La Trobe University.
The study of values in the Faculty of Health Sciences reported here was designed as 
part of a Faculty planning process to inform management about the values of staff and 
their observance within the Faculty. As was argued in Chapter 1, the culture and 
values of an organisation can impact on an employee and the value fit between the 
values of the organisation and the values of the employee can be an important factor 
in motivating or de-motivating the employee.
When discussing and analysing the values of an organisation, one must look at more 
than the espoused values of the organisation (measured by ‘words’ in Hofstede’s 
typology used in Table 2.1), but one also must look at the way in which these values 
are played out in practice (as measured by deeds). The analysis of values in the 
Faculty of Health Sciences analysed deeds through measuring perceived value 
observance: the extent to which staff in the Faculty felt that the espoused values were 
observed and practised. As was argued in Chapter 1, the culture and values of the 
organisation play out both in the immediate management environment of an employee 
and in the wider organisational environment at University level.
The Faculty values questionnaire reported here was the first such questionnaire within 
the Faculty of Health Sciences at La Trobe University (indeed the first such 
questionnaire in any part of La Trobe University and no reference to similar 
questionnaires has been found in the literature).
Limitations
Before discussing the conclusions and implications of this study, it is worthwhile 
outlining the study limitations.
First, it should be recalled that the response rate for the survey was 39%. There is a 
risk that respondents to the questionnaire are not representative of all staff in the 
Faculty and hence the findings reported here do not truly reflect the perceptions of
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staff. It could be that staff who identify less with the value statements or with more 
negative perceptions of value adherence felt so alienated that they did not respond, 
thus skewing results in the positive direction. Busier staff might also have felt unwilling 
to devote time to this endeavour, thus affecting reporting of perceived inhibitors.
Secondly, the study was cross-sectional, undertaken at one point in the history of the 
Faculty. We have no information as to the stability of responses from individuals nor 
the extent to which perceptions of staff change over time.
Thirdly, this was a study in one Faculty in one University. La Trobe University faculties 
based in different disciplines may have differing value emphases and differing 
perceptions of value adherence in the University as a whole. Care thus needs to be 
exercised in assuming that Faculty of Health Sciences’ staff perceptions reflect those 
of all staff in the University.
Fourthly, this has been a quantitative study presenting a ‘snap shot’ of staff 
perceptions and exploring reported differences in those perceptions. It does not, for 
example, provide the rich data that could be obtained from qualitative work exploring 
reasons for differences between staff or organisational units.
Fifthly, the questionnaire was distributed in a particular context of power relations. The 
questionnaire was conceived and initiated by me as Dean of the Faculty of Health 
Sciences and the responses were from staff who were directly or indirectly 
accountable to me. The ethical issues associated with this were canvassed in Chapter 
2 and involved appropriate clearance by the Human Research Ethics Committee.
The issue of power was dealt with prospectively through the ethics process discussed 
in Chapter 2. In retrospect it is possible to claim that relative power did not appear to 
influence the results. This can be seen in a number of ways. As discussed in Chapter 
2, the questionnaire went through several iterations both in terms of the values 
statements and the questionnaire design. This suggests that staff within the Faculty 
had enough confidence in their ability to critique the value statements and the 
questionnaire design that any power and ‘halo’ effects were mitigated.
The 39% response rate also suggests that power effects were mitigated. The fact that 
the response rate was at the low end of acceptable could suggest that staff felt no 
obligation to respond to the questionnaire despite two follow-ups. This could possibly 
be interpreted as perceived problems of lack of confidentiality. However, the open
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ended responses were quite robust, for example identifying bullying, and the 
responses also revealed differences between schools. Together this suggests that the 
respondents were honest in their responses, again giving confidence that power 
effects did not impede honest answering of the questionnaire. Despite these 
comments, these power issues need to be considered in the overall interpretation of 
the questionnaire.
Despite these limitations, it is felt that the questionnaire has produced useful data but 
the limitations probably suggest that management action based on these findings 
should be cautious. Managers utilise multiple sources of information in making their 
decisions. The values questionnaire provides a useful snapshot of perceptions of staff 
from across the Faculty. The more management intervention impacts adversely on 
careers, the more the information base for those decisions needs to be accepted, overt 
and replicable. Many of the actions recommended in this chapter are about 
embedding the value statements in the processes of the Faculty. Despite the 
limitations outlined above, this type of action can be supported by the findings of the 
questionnaire and would be accepted by staff. Interventions to change culture and 
leadership also identified in the previous chapter, need triangulation and additional 
support. Thus implementation of these findings needs to give due weight given to 
potential negative impacts of any proposed changes.
The reflections and recommendations outlined below are made in that context.
Summary of achievement of the aims of the study
The aims of the study were outlined in Chapter 1:
AIM 1. To measure and report on espoused values within the Faculty of Health 
Sciences at La Trobe University (with an expectation that a consultative 
process to develop value statements will yield high levels of support for those 
statements)
AIM 2. To measure and report on value adherence within the Faculty of Health 
Sciences at La Trobe University.
AIM 3. To test the hypothesis that there will be differences in espoused values 
between the different Schools and between different types of organisational 
units (Schools vs research centres vs Faculty Office)
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AIM 4. To test the hypothesis that there will be differences in espoused values 
between different types of staff (academic vs administrative)
AIM 5. To test the hypothesis that there will be differences in value adherence 
between organisational units (reflecting the effect of different leadership, 
culture etc).
Research aims 1 and 2 were achieved with results being analysed and reported back 
to the regular meeting of Heads of School and sent to all staff in the Faculty. In a 
number of cases Heads of School also scheduled the feedback reports for discussion 
at School meetings. I received relatively little feedback from staff, apart from 
acknowledgement and thanks for taking the time to report back on the questionnaire. 
The only substantive feedback received related to Report 2 about observed values in 
the work unit. In the penultimate paragraph of that report there is acknowledgement 
that staff feel frustrated with respect to resource constraints on their work, and that 
report reiterates the view that this value is “expressed as a relative priority rather than 
an absolute achievement”. Staff in one of the Schools reiterated to me that the 
absolute time available for staff is limited and affected by the demands of students and 
the University in terms of research. Staff in this School felt that it was impossible to 
give students as much as they would wish and still meet the other formal demands of 
their job.
In line with research aim 3, differences were found in espoused values between types 
of organisational units and minor differences were found between Schools (although 
the study design did not allow for exploration of the reasons for between-School 
differences. As hypothesised in research aim 4, differences were found in espoused 
values between different types of staff. (The results about identification with the values 
and about value adherence are discussed further in the next two sections of this 
Chapter).
In line with research aim 5, differences were found between Schools, with the School 
of Nursing and Midwifery being significantly different from all other Schools.
Identification with values
As was described in Chapter 1, the core set of values incorporated in the values 
questionnaire had been developed through an ever-widening circle of participants, but 
essentially represented a top-down approach to identifying values. A small group
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(Dean, Deputy Dean and Faculty Registrar) developed the initial value statements. 
The development group expanded with consultation with Heads of School, and then 
widened further with consultation with staff. This process led to a set of value 
statements, all of which were ranked as extremely important by a majority of staff 
within the Faculty (see Table 8:1 for a summary of findings from the questionnaire).
But the decision-making processes of the Faculty and Schools and their consultation 
processes give academic staff within Schools a greater voice in decision-making than 
administrative staff and Schools a greater voice than Research Centres. As a result, 
some of the values were not seen as important by administrative staff compared to 
academic staff. In particular, three of the six values were ranked as more important by 
academic staff compared to administrative staff:
•  making a contribution to health, health care and society;
• excellence in teaching, research and scholarship;
• intellectual freedom and academic integrity.
These differences may in part be able to be explained because of the relative roles of 
academic and administrative staff. But administrative staff have an important 
contribution to make to the overall academic endeavours of the University. Significant 
differences in values between academic and administrative staff may make the 
development of a cohesive work unit more difficult for School or University leadership. 
Similarly, significant differences between academic and administrative staff may reflect 
differences in culture between the two groups that may mean that administrative staff 
do not understand the importance of practices and procedures proposed by academic 
staff (or vice versa) for the management and strategic direction of an organisational 
unit.
For example, academic staff placed a higher importance on the value making a 
contribution to health, health care and society. Many academic staff are personally 
committed to making such a contribution and do so through their community service 
activities. Given the difference between the level of importance placed on that value 
by academic and administrative staff, it may be that administrative staff have come to 
see the community service activities of academic staff as “personal” and peripheral 
rather than contributing to the overall mission of the School and University. This may 
lead to resentment on the part of administrative staff at academic staff not being 
present on campus during working hours.
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Table 8:1 Summary of findings from the Faculty of Health Sciences’ Values questionnaire
Value Importance Observance in work unit Observance in University
Overall • High level of importance for all values • Value observance fairly high, but lower than importance
• School of Nursing and Midwifery significantly lower level of 
value observance than other Schools
• Value observance only moderate 
(significantly less than at work unit 
level)
Putting students first • Higher level of importance for School- 
based staff compared to staff in 
Centres
• Higher level of reported observance amongst 
administrative staff than academic staff
• Higher level of observance in Schools compared to 
Centres
• Higher level of reported observance 





• Higher level of importance for Centre- 
based rather than School staff
• Higher level of observance in Centres compared to 
Schools
• Larger difference between importance and observance in 
Schools than Centres
Making a contribution to 
health, health care and 
society
• Higher level of importance for 
academic compared to administrative 
staff
• Higher level of observance in Centres compared to 
Schools
• Larger difference between importance and observance in 
Schools than Centres
• Larger difference between importance and observance for 
academic than administrative staff
Excellence in teaching, 
research and scholarship
• Higher level of importance for 
academic compared to administrative 
staff
• Larger difference between importance and observance for 
academic than administrative staff
• Larger difference between 
importance and observance for 
academic than administrative staff
Intellectual freedom and 
academic integrity
• Higher level of importance for 
academic compared to administrative 
staff
• Higher level of importance for Centre- 
based rather than School staff
• Larger difference between importance and observance for 
academic than administrative staff
• Larger difference between 
importance and observance for 
academic than administrative staff
A safe working and learning 
environment
• Higher level of reported observance amongst 
administrative staff than academic staff
• Higher level of observance in Centres compared to 
Schools
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Do these differences between academic and administrative staff vitiate the decision to 
incorporate both academic and administrative staff in the same questionnaire? As 
indicated, all but three of the six values were ranked as more important by academic 
staff compared to administrative staff. The values relating to putting students first, 
working together co-operatively and respecting each other and seeking a safe working 
and learning environment, are all ones which resonated with administrative staff. 
These are important values. Administrative staff have a key role in interacting with 
students in a range of environments, including the informal counselling associated with 
assignment submission and facilitating equipment and computer access.
This interaction with students is one of the ways which define university work 
environments as different from other work places and may be one of the factors which 
attracts administrative staff to work in a university. Testing the extent to which this 
value is adhered to is thus important. Similarly, the work of a university would grind to 
a halt without administrative staff, and it is important that all staff recognise the 
importance of the different contributions of academic and administrative staff, and 
value these contributions. Although a value statement needs to resonate with all staff, 
it is recognised that different staff will identify differentially with the different values. 
Despite the differences between administrative and academic staff, it is therefore 
appropriate to incorporate both groups of staff in studies of values.
The majority of staff in the Faculty are employed within Schools with a dual teaching 
and research function, relative to Centres that have a principal function of research. 
There were some differences between Centres and Schools in the level of importance 
assigned to various values, with School-based staff ranking putting students first as of 
more importance than Centre-based staff. Conversely, Centre-based staff ranked 
working together cooperatively and respecting each other and intellectual freedom and 
academic integrity as of higher importance than School-based staff. These differences 
may reflect the different roles and emphases of the different types of work units.
Value observance in the work unit
Overall value observance in the work unit of all values was fairly high, with a modal 
score at the 4th point of the 5 point Likert scale and the mean being between the 3rd 
and 4th points of the Likert scale, generally closer to the upper end of that range. This 
is a positive outcome, demonstrating consistency between the values espoused by
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staff and those values being observed in the workplace. This suggests that the value 
fit for most staff is a good one, providing the basis for good work relationships, positive 
morale and the perception of a good working environment. However, there were 
differences between types of staff and based on the functions of work units. 
Administrative staff reported a higher level of observance of putting students first than 
academic staff. They also reported a higher level of observance of the value of a safe 
working and learning environment.
The reasons for these differences are not clear. One potential explanation could be 
that the Faculty Registrar at the time of the survey had continually emphasised “putting 
students first and service to students” in her rhetoric. For example, in discussing with 
Schools opening hours for the School office, emphasis would be placed on the need to 
meet the needs of students and that staff need to put their needs (such a convenient 
lunch breaks) as second to the importance of ensuring a broad range of opening hours 
for the School office.
Contemporaneously with the development and administration of the values 
questionnaire, senior Faculty administrative staff were engaged in a front line 
management course. This program also incorporated a project requirement that 
involved a survey of responsiveness of school offices to student needs (some of the 
results of this survey were reported in Chapter 6). This might also have signalled to 
administrative staff the importance that was being placed on responsiveness to 
students by Faculty leadership.
In terms of the difference scores, there were larger differences between importance 
and observance of values for academic compared to administrative staff relating to the 
values making a contribution to health, health care and society, excellence in teaching, 
research and scholarship; and intellectual freedom and academic integrity. Here these 
larger difference scores reflect in part the higher level of importance ascribed to these 
values by academic staff discussed earlier.
There were significant differences between the Schools and Centres in observance of 
a number of values, with staff in Schools reporting a higher level of observance of 
putting students first (a logical consequence of the role of the Schools versus Centres), 
but Centres reporting a high level of observance in terms of working together 
cooperatively and respecting each other and making a contribution to health, health 
care and society.
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Although the research endeavour in Australia increasingly emphasises cooperative 
approaches and multi-disciplinary research (Butler 2001), these results are puzzling as 
teaching increasingly also involves teaching teams being responsible for units 
(subjects) rather than individual academic staff. In terms of the value making a 
contribution to health, health care and society, the work of the Research Centres is 
directly related to research projects that are, in the Faculty of Health Sciences, 
relatively applied. The principal function of Schools, on the other hand, is in the 
education of students and a significant proportion of staff time is devoted to that, which 
may be seen to be only making a very indirect contribution to health, health care and 
society.
Observance of values in the University as a whole
Reported value observance was lower in the wider University (that could also be 
interpreted as including the Faculty level) compared to observance of values at the 
School level. This may in part be a consequence of the method used in developing the 
value statements that were developed by Faculty and School leadership and as part of 
this development process, involved consultation at School level. There was no 
equivalent process at the University to develop University-wide values and so it could 
be argued that the way in which the value statements were developed would inevitably 
mean that the values would be more likely to be endorsed and observed at the School 
level since this level participated in the design and development of the statements.
On the other hand, many of the value statements such as those about excellence, 
working together cooperatively, putting students first, for example, should resonate 
equally across all faculties in the University. Importantly, observance at the University 
level of the value about making a contribution to health, health care and society, that is 
of all the values the most specific to the Faculty of Health Sciences, was not seen as 
significantly less than excellence in teaching, research and scholarship and a safe 
working and learning environment (both relatively generic values). Conversely, 
observance of the contribution value was seen as greater than working together 
cooperatively.
Again at the University level there was a high level of reported observance of this 
‘contribution’ value amongst administrative compared to academic staff. There were
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larger differences between the importance and observance for academic rather than 
administrative staff relating to the excellence value and the intellectual freedom value.
A number of questionnaires addressing the culture of universities particularly focus on 
issues of intellectual freedom and academic integrity (eg Taylor et al, 1998). An 
important finding of the Faculty values questionnaire is that this value resonates 
differently between academic and administrative staff, that it is perceived as more 
important by academic compared to administrative staff and consequently there are 
larger differences between the importance and the value observance scores for 
academic compared to administrative staff. This suggests that management action 
about this value needs to concentrate on academic rather than administrative staff. 
Future research on this value also needs to recognise these differences between 
academic and administrative staff.
Improving observance and value fit
The Faculty values questionnaire identified a number of areas for improvement in 
terms of the difference between the importance ascribed to a value and the 
observance of that value in the workplace, be it the local work unit or the University as 
a whole. Given the importance of value fit in impacting on employee morale, 
management action in a number of areas would seem to be appropriate.
The embedding of core values into organisations is clearly of importance. Collins and 
Porras (1998) identified three ways in which values were reinforced by:
•  indoctrinating employees into a core ideology
• nurturing and selecting senior management based on fit with a core ideology
• aligning strategy and values (Collins and Porras 1998 p 71)
These embedding strategies involve both words and deeds, as described by Hofstede 
(2001). In terms of words, this would involve publicity, rhetoric, and official statements 
etc of the organisation. In terms of deeds, the mechanism for embedding values would 
include leadership behaviours, and policies and processes especially the reward 
processes (including performance appraisal processes) of the organisation.
A range of strategies should be used to embed the value statements in the modus 
operandi of the Faculty and thus to enhance the value fit between the organisation and
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its staff. Following Hofstede, Table 8:2 outlines strategies based on words or rhetoric
and deeds. Strategies based on words are an important part of creating meaning in an
organisation and contributing to defining and shaping the organisation. Indeed
Edelman (1988) has suggested:
“It is language about political events, not the events in any other 
sense, that people experience; even developments that are close by 
take their meaning from the language that depicts them. So political 
language is political reality; there is no other so far as the meaning of 
events to actors and spectators is concerned” (pg 104).
A similar conclusion could be drawn about organisational life.
So strategies based on rhetoric should be a critical part of strategies to enhance value 
fit. But important as rhetoric is, the rhetoric needs to be reinforced by actions. In this 
thesis I cannot determine future actions or deeds, but what can be contributed is to 
establish or recommend frameworks or policies, that make deeds consistent with the 
value statements more likely. Thus the policies of the Faculty should be realigned to 
emphasise the values, and to highlight behaviours consistent with the values at critical 
points in the organisation cycle, particularly as part of the performance appraisal 
processes.
Many of the strategies will apply across all values, but some can be targeted to specific 
values.
Words
There are a number of strategies to facilitate embedding of the values that are based 
on words. An important first step in this regard is to ensure that the value statements 
are not forgotten. That is, that they are not regarded as a once-off exercise 
undertaken at a particular historical point in time, but rather staff are reminded of the 
values on a regular basis. The value statements should be put before staff in a variety 
of ways such as by posters regularly replaced around the buildings of the Faculty. 
Similarly, the value statements can be provided to staff as part of orientation to the 
Faculty, reinforced in orientation sessions, and incorporated in Faculty publicity 
material such as the annual report.
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Table 8:2 Summary of proposed strategies arising from the Faculty of Health Sciences’ Values questionnaire
Value Words Deeds/Rewards/Reinforcements
Overall • Posters affirming values
• Reinforce in staff orientation sessions and material
• Incorporate in Faculty publicity material (eg. Annual Report)
• Incorporate reference to values in position descriptions of all staff 
(listing of the values or indicating that the position works within the 
context of the values)
• Incorporate reference to values statement in PEDS Handbook (the 
performance appraisal guidance for the Faculty of Health Sciences)
• Change position description of Heads of School/Centres to give 
specific responsibility to promote the values
Putting students first • Change position descriptions of the Heads of School, Faculty 
Registrar, School Administration Managers and Head of Faculty 




• Change guidance in leadership section of Faculty PEDS Handbook to 
incorporate reference to need for cooperative decision-making 
processes in School/Centre
• Change title of Administration section of PEDS Handbook to 
“Administration and Work Environment”
• Incorporate reference to cooperative behaviour in new Administration 
and Work Environment section
• Introduce specific monitoring of cooperative behaviour at 
Faculty/School level
• Change position description for Heads of School/Centres to 
incorporate reference to creating a work environment where staff work 
together and respect each other
• Change the guidance to the form used for performance appraisal of 
staff in leadership positions to include specific reference to creating a 
work environment where staff work together cooperatively and respect 
each other
• Change position description of all staff to incorporate a clause about 
working together cooperatively and respecting each other
Making a contribution to 
health, health care and 
society
• Incorporate reference to this value statement in the Community Service 
section of the PEDS Handbook
Excellence in teaching, 
research and scholarship
• Incorporate reference to this value statement in the Introduction to the 
PEDS Handbook
Intellectual freedom and 
academic integrity
• Incorporate University policy statement in Orientation material for staff
• Develop Faculty policy on acceptance of industry grants
• Remind all staff annually of whistleblower policy
A safe working and 
learning environment
• Incorporate reference to this value in terms of reference of Faculty 
Occupational Health and Safety Committee
• Change position descriptions of the Heads of School, Faculty 
Registrar, School Administration Managers and Head of Faculty 
support services to incorporate specific reference to this value
• Remind all staff annually of whistleblower policy
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These publicity-based strategies are “soft” ways of putting the value statements before 
staff. Stronger strategies, more aligned to critical University decision processes, 
should also be undertaken. A stronger strategy is to incorporate reference to the value 
statements into the preamble to position descriptions for all staff. In this regard it is 
proposed that all position descriptions in the Faculty should incorporate the following 
phrasing:
“Staff in the Faculty of Health Sciences share six core values:
• Putting students first;
• Working together cooperatively and respecting each other;
•  Making a contribution to health, health care and society;
• Excellence in teaching, research and scholarship;
• Intellectual freedom and academic integrity;
• A safe working and learning environment.
The occupant of this position will be expected to work in a way 
consistent with those values.”
Reference to the value statements and their importance should also be incorporated in 
the performance appraisal guidance used within the Faculty (known as the 
Performance Enhancement and Development Scheme (PEDS) Handbook).
These language-based strategies should be reinforced through specific changes to the 
position descriptions of Heads of School to give them clear responsibility to promote 
the values of the Faculty. Strategies such as these would highlight the importance of 
the values across all staff in the Faculty, and in particular those with leadership 
responsibilities.
Specific strategies might also be required to reinforce specific values. By incorporating 
reference to the values, and indeed to specific values, it is hoped that Heads of School 
(and others for whom position description changes are made) will devote increased 
attention to value adherence. This increased attention is more likely to occur if it is 
reinforced through reference to it in the performance appraisal interview with 
supervisors.
With respect to the value of putting students first, the position description of Heads of
School, the Faculty Registrar, School Administration Managers and the Head of
Faculty support services should be changed to incorporate a specific reference to this
value. In particular it is proposed to add a clause as follows:
“The Head of School has a key responsibility to promote adherence 
to the Faculty value of putting students first.”
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The value working together cooperatively and respecting each other was the one 
where there was the highest level of endorsement across all values in the Faculty, but 
also one where there was a significant difference between the value and its 
observance. A range of strategies is therefore proposed to reinforce the importance of 
this value. These strategies are based on words and enhancing the likelihood of 
changes in deeds. The rhetorical strategies should go beyond affirming the 
importance of this value, but also specify some implications if this value were to be 
adhered to in the way in which a work unit operates. An organisation that values 
working together cooperatively should exhibit this through cooperative decision-making 
processes, and this is one way in which this value might be seen to operate. 
Accordingly there should be changes to the guidance in the leadership section in the 
Faculty PEDS Handbook to incorporate reference to the need for cooperative decision­
making processes in Schools/Centres.
A further rhetorical policy would be to rename the “administration” section of the PEDS 
Handbook as the “Administration and Work Environment Section”. This change should 
be supplemented by reference to the role of all staff in ensuring cooperative behaviour 
in achievement of the work unit’s goals.
Finally, evidence that the leadership of the Faculty places an emphasis on this value 
should, through modelling, lead Heads of School and others in leadership positions to 
place an emphasis on the value. One way of indicating such an emphasis would be to 
introduce regular monitoring of the work environment, and specifically cooperative 
behaviour. As was identified in Chapter 1, a number of university-specific 
questionnaires have been developed and validated, including the University Level 
Environment Questionnaire (Dorman, 2000) and for the Academic Work Environment 
Study (Winter et al, 2000). A questionnaire such as these should be administered 
every two to three years.
Deeds
A critical strategy in terms of deeds across all values will be to reinforce the values as 
part of position descriptions and as part of the performance appraisal process. This 
should highlight value adherence as part of the regular cycles of the Faculty.
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Reinforcing the rhetoric with regard to the value working together cooperatively and
respecting each other could occur through change in the position description for Heads
of School/Centre to incorporate reference to creating a work environment where staff
work together and respect each other. The specific proposed wording could be:
“In line with the Faculty values, the Head of School should aim to 
create a working environment where staff work together cooperatively 
and respect each other.”
This change of wording in the position description would need to be accompanied by 
change in the guidance to the form used for performance appraisal of staff in 
leadership positions to include specific reference to implementation of this value within 
the work environment of the School/Centre. The proposed wording in this area is as 
follows:
“A key component of the management function of a leader within the 
Faculty is the creation of a work environment where staff work 
together cooperatively and respect each other.”
The position description for Heads of School with the possible revisions highlighted is 
incorporated as Appendix 4 in this thesis.
But the responsibility for working together cooperatively does not fall only on Heads of
School/Centre. This is an aspiration and an obligation for all staff within the Faculty. A
common clause should be added to all position descriptions to emphasise this value,
possibly with the following phrasing for one of the position’s duties:
“To contribute to the working environment of the School/Centre by 
participating in decision-making and working cooperatively with 
colleagues and respecting their contributions.”
In terms of the value making a contribution to health, health care and society, a 
reference to this value should be incorporated in the community services section of the 
PEDS Handbook, thus strengthening the legitimacy accorded to community service 
activities.
As with the previous value statement, only rhetorical strategies will be used in 
emphasising the value about excellence. The PEDS Handbook is designed to 
highlight characteristics of performance that are seen as satisfactory, very satisfactory 
or outstanding. The emphasis on excellence reflected in this value statement sits 
easily in that framework. To reinforce this value a statement should be added to the 
introduction section of the PEDS Handbook along the following lines:
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“The PEDS process is conducted within the framework of the Faculty 
of Health Sciences’ policies and procedures, including the Faculty’s 
values statement. Amongst other things, the Faculty values 
statement affirms that staff of the Faculty value excellence in 
teaching, research and scholarship, and the PEDS process gives 
recognition to that.
The value intellectual freedom and academic integrity is often cited in value surveys of 
academic staff (Taylor et a!, 1998) and this is an issue that will be referred to later in 
this chapter. As with many other universities, this value is one that has often been 
challenged by the changing shape and nature of the university.
The University’s code of conduct indicates clearly that “the University is committed to
the principle that academic freedom is essential to a proper conduct of teaching,
research and scholarship”. The code of conduct goes on to say:
“Staff are encouraged to exercise their rights to intellectual 
freedom through contributions to public debate and discussion on 
matters relevant to their areas of specialist knowledge and 
expertise. There is an obligation to use this right in a manner, 
which is consistent with an honest and informed search for and 
dissemination of knowledge and truth. Where informed 
comments are offered by staff it is expected that commentaries 
will lie within the areas of expertise of the commentators. The 
University places no constraint on the right of University staff 
freely to express opinions in their private capacities as members 
of society.
In making written or oral comments which purport to represent, or 
might reasonably be interpreted to represent, the views of the 
University, staff should ensure that they have proper authority 
granted by a person holding actual authority on behalf of the 
University.”
The La Trobe University policy statement in this area is carefully crafted to articulate 
the University’s interest.
The code of conduct thus constrains staff only to comment publicly within their area of 
expertise. In a sense this section of the code of conduct could be interpreted to limit 
staff ability to comment on the functioning of the University. Notwithstanding that 
limitation, the general tenor of the code of conduct, and in particular the introductory 
statement, is one that affirms academic freedom. Making staff aware of that 
commitment may assist to increase the perceived value observance of the value about 
intellectual freedom and academic integrity within the University.
Stephen Duckett DBA thesis/119
A specific area where intellectual freedom and academic integrity may be challenged 
relates to the increasing importance of industry-funded research of universities, and 
the Faculty of Health Sciences is no exception in that respect. Industry funded 
research may include contractual clauses that limit disclosure of information, including 
rights for publication. In this regard, such contracts may be seen to impinge on 
intellectual freedom. Similarly, academic staff that are reliant on industry-funded 
research may either inadvertently or purposefully distort their findings to be more 
acceptable to the industry funders. This may be overt by the slant placed on the 
research findings, or it may involve suppression of unwelcome results. Challenges to 
academic integrity of this kind are well recognised within the health sciences 
(Neumann et al, 2000; Lexchin et al, 2003; Friedberg et al, 1999).
One strategy to reinforce the importance of the value about intellectual freedom and 
academic integrity would be to develop a Faculty policy on acceptance of industry 
grants, addressing contentious issues such as the right to publication etc. In addition 
to a policy statement or guidance about industry grants, steps should be taken to 
ensure staff are aware of their right to highlight to senior management situations where 
they felt their intellectual freedom or academic integrity was compromised. Staff 
should be reminded annually of the whistleblower policy of the University and that this 
policy can be used where it is felt that the values of the Faculty are being impinged 
through management or other action.
In terms of the value a safe working and learning environment, the University and the
Faculty already have processes about occupational health and safety. These can be
reinforced by referring to this value statement in the terms of reference of the Faculty
Occupational Health and Safety Committee. Specifically a statement should be
included in the terms of reference of the Committee, such as the following:
“The Faculty Occupational Health and Safety Committee works within 
the policy and procedures of the University and the Faculty, including 
the Faculty’s values statement. Staff of the Faculty value a safe 
working and learning environment and accordingly the role of the 
Occupational Health and Safety Committee is an important one in the 
Faculty.”
Reinforcement of this value should occur through change in the position descriptions of 
senior staff of the Faculty to incorporate specific reference to this value, again drawing 
to the attention of staff their right to blow the whistle on situations where they think 
occupational health and safety is being impinged.
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The mix of strategies
The strategies articulated here are thus a mix of strategies emphasising rhetoric and 
bringing before staff, Heads of School and other senior decision-makers the value 
statements in general, and specific value statements in particular circumstances. 
These rhetorical strategies should be reinforced through the performance appraisal 
process, the main mechanism for reinforcing behaviours and providing guidance to 
staff and leaders within the organisation.
There should also be regular monitoring of the value statements, particularly relating to 
the value about working together cooperatively and respecting each other. The values 
questionnaire itself should also be repeated on a regular basis, possibly every two to 
three years.
Values by their nature do not change very much, but the observance of them could 
change over a two-year period. The questionnaire was last administered at the end of 
2003/beginning of 2004 and it is therefore proposed that a similar questionnaire be 
administered at the start of 2006. The repeat questionnaire should be structured in a 
similar way to the original questionnaire to allow comparison between the results over 
time. Because different groups within the organisation place difference importance on 
the values, the questions about the importance of the values to the staff members 
personally should continue to be asked.
The questions about length of time that people had worked in the organisation and the 
precise level at which they are working yielded relatively little information in terms of 
identifying differences between respondents (in part because the total number of 
respondents meant that there was not sufficient power to use those variables in 
combination with other variables of interest). Given the possibility that those variables 
could be used to identify staff, it is proposed that, in any repeat of the questionnaire, 
staff not be asked the question about length of time in the organisation and that a 
broad grouping to administrative versus academic staff be used to identify staff rather 
than asking questions about specific levels of appointment.
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Conclusion
This chapter has emphasised the management implications of the findings of the 
values questionnaire. It demonstrates that the aims articulated in chapter 1 have been 
achieved. The questionnaire has yielded useful information for management 
purposes, in a way which does not breach the confidentiality undertakings involved in 
the data collection or misuse the trust shown by staff in their frank responses to a 
survey primarily designed and developed by a person in authority. In my view 
researchers have an ethical obligation to research respondents to act on results 
(where they are of policy and statistical significance) to repay respondents for their 
time and thought and the findings provide important lessons for the way in which the 
Faculty of Health Sciences at La Trobe University is managed. The questionnaire was 
able to identify a particular School which required closer management attention.
This report about the School of Nursing and Midwifery and the actions taken highlight 
ways in which climate surveys can be used for management purposes. There are both 
strengths and weaknesses of such uses. On the one hand, there was clearly a 
malaise in the School which needed to be addressed. The survey results provided the 
stimulus from management action.
On the other hand, the leadership changes I stimulated might be seen as a direct 
consequence of the questionnaire results. However, it is unclear whether or not I 
would have initiated leadership change in the School without the questionnaire. This 
“counterfactual” is untestable. Certainly I had received informal feedback about 
problems in the School before the questionnaire was distributed. Indeed it was always 
in the back of my mind that the questionnaire would identify problem Schools (Aim 5).
Identifying culture or value issues and addressing them are two different things. 
Culture and values can be embedded in organisations and effecting change to culture 
and values can be extremely difficult. But, as argued in the introduction, a critical role 
of leaders in organisations is shaping the culture of the organisation and my role as 
Dean is important in this regard. The values questionnaire can therefore be used to 
inform how I prioritise my time; the phrasing of position descriptions in the Faculty; and 
the emphasis I place on values and culture issues in my discussions with Heads of 
School as part of the performance appraisal process.
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But it is also important to note that the difference between the importance of a value 
and its observance is greater at the University rather than the School level. This has 
important lessons for the University as a whole, the ramifications of which also go to 
leadership and the modus operandi of the University. In line with the University of 
Bath’s requirements for the Doctor of Business Administration degree in Higher 
Education Management, an Annex is provided to this thesis, in the form of a 
‘management briefing report’, which makes recommendations arising from this thesis. 
That briefing note (Appendix 6) draws heavily on this Chapter but also includes a 
recommendation that a study, similar to the one reported in this thesis, be conducted 
across the whole of La Trobe University.
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Chapter 9: Conclusion 2 - Broader Implications
In this second conclusion chapter I draw out the wider ramifications of this study, in 
terms of replication and for other researchers interested in the study of values in 
universities.
This study of values is situated in a particular context: the Faculty of Health Sciences 
at La Trobe University. The results reported in this thesis are a cross-sectional 
representation of the values held by staff in a Faculty with a particular origin (described 
in chapter 3) and in a 1960s Australian university. The study was designed to 
contribute to the management processes of the Faculty but the findings are not entirely 
context-dependent and the study has implications beyond the Faculty and provides 
lessons and raises issues that are relevant to the study of higher education generally. 
These implications will be discussed specifically with respect to the value working 
together cooperatively and respecting each other, and the value intellectual freedom 
and academic integrity.
A common theme through the literature referred to in Chapter 1 has been the growth of 
managerialism in universities and/or entrepreneurial universities generally.
Managerialism is seen by many academics to be an undesirable trait, characterised by 
centralisation of decisions, subordination of “academic values” to the pursuit of new 
markets, and the decline in standards in universities. Managerial cultures in 
universities are seen to be antithetical to the collegial ethos of universities. A number 
of Australian studies have highlighted the concern that many academics have with 
these issues (Taylor et al, 1998; Dorman 2000; Marginson and Considine, 2000).
Managerialism in universities is often accompanied by a change in the language and 
rhetoric of universities with the rhetoric of “students as consumers” increasingly used. 
Although there are significant risks to this conceptualisation of the relationship between 
a teacher and a student (Browne et al 1995), the consumer metaphor has some logic. 
In Australia, for example, an increasing number of students are paying full costs of 
their university education, both at undergraduate and postgraduate level. Even for 
students in subsidised places (that still represent the majority of Australian students), 
the proportion of the cost of education that is being met by students is increasing 
following recent changes to higher education policy in Australia (Duckett, 2004). In the 
case of business and law students, for example, even students in receipt of 
Commonwealth funded places will pay around 80% of the costs of their education.
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Students themselves are aware of their contribution to the costs of their own 
education, despite the fact that these costs can be deferred through income contingent 
loan arrangements from the Commonwealth Government. Students are increasingly 
exercising their “rights” as consumers using that discourse, seeking legal redress for 
courses that are not seen as being up to date and exercising their legal rights in terms 
of university decision-making. They are increasingly vocal about expecting high quality 
courses, programs and teaching.
The medieval concept of universities as a learning community, where there was a 
continuum from student to journeyman to master, is not now a concept that is 
recognisable in Australian universities, except perhaps at the doctoral level. For 
undergraduate students, massification of universities has transformed the intimate 
relationship between student and lecturer in a tutorial situation to a multipartite 
relationship in a large anonymous lecture theatre.
Although under challenge, the rhetoric of student as partner may be able to be 
reclaimed as universities place an emphasis on learning as well as teaching. There 
are also remnants of the old rhetoric of universities as a collegial institutions, and many 
universities still refer to a “university community” in their discourse, although this may 
simply reflect a veneer behind which the managerial university functions.
In this study of values staff put a high emphasis on working together cooperatively and 
respecting each other. In many cases staff observed this value in the local work 
environment. At the School level many subjects are now taught by teaching teams. 
Similarly, coherent programs of study require close working between teachers of latter 
year subjects and those responsible for the prerequisites. Staff need to be prepared to 
compromise on day to day matters such as conference leave, child care 
arrangements, and so on, to ensure the teaching tasks can be completed. They also 
need to compromise on approaches to teaching, including the order in which concepts 
are introduced, especially over separate subjects, and what is reasonable in terms of 
the amount of material to be covered in different subjects. Larger decisions about 
overall teaching styles (eg the adoption of problem-based learning) also need to be 
made in a collegial environment. It is thus easy to understand why working together 
cooperatively is seen as important, and the second component of that value, 
respecting the views of others, is also valued.
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Academic and administrative staff need to work together in universities, and it was 
interesting to note that there was no statistically significant difference between the 
views of academic and administrative staff on the observance of this value.
Collegial decision-making may be easier in the more homogenous and tightly defined 
environment of a School or Research Centre. There is greater coherence of goals at 
the School as staff are united around a common discipline or profession base. A 
number of studies have found differences in approaches to teaching, concepts of 
quality and different emphases on values in different disciplines (Lueddeke, 2003; 
Kekale, 2000, 2002; Newman, 2001).
Greater homogeneity of goals makes collegiality in decision-making somewhat easier: 
it is easier to reach agreement about directions when staff share a common basis, and 
it would also be easier to reach agreement about methods and priorities in this 
environment. In smaller and more tightly defined organisational units, the benefits of 
decisions and the costs will fall more directly on the unit itself, thus minimising 
opportunities for distrust and discord.
The situation is reversed at the university level. The larger the organisation, the more 
heterogenous the goals, discipline bases and attitudes of staff and work units. More 
than 40 years ago, C.P. Snow identified that the values, methods and approaches of 
staff in the sciences and the humanities were so different that he coined the term “the 
two cultures” to reflect the differences (Snow, 1964). In fact, there are now more than 
two cultures in universities: the increasing number of professional programs taught in 
universities adds a third culture that is as different from the laboratory sciences as 
laboratory sciences are from the humanities. This disciplinary or cultural heterogeneity 
may lead to reduced identification with the wider university, alienation from its mission 
and a perception that the staff member’s values are not shared by university 
management and thus not reflected or observed in the wider university environment.
In the past the time scale of universities’ decisions was slow and there were few costs 
to universities of dilatory decision-making. In the new entrepreneurial university, 
business opportunities need to be seized lest the competitor within the same city, 
country or indeed an international competitor snaps up the opportunity. The recent 
Lambert Report in the United Kingdom reported that
Business told the Review that universities could be more dynamic in
their approach to collaboration. The perception is of a sector that
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can be slow-moving, bureaucratic and risk-averse. (Lambert Report 
2003, p93)
The desired dynamism comes at a cost: the new decision-making culture to respond to
the passing opportunity precludes debate at School, Faculty and University level
conducted sequentially over periods of months. Lambert cites this trend approvingly:
Many universities are developing strong executive structures to 
replace management by committee. With well-defined lines of
responsibility, clearly delegated authority and cohesive
management teams of academics and administrators, this approach 
allows for dynamic management in an environment where decisions 
cannot wait for the next committee meeting. (Lambert Report 2003, 
p93)
Lambert goes on to assert that
This (decision making style) need not be at the expense of 
collegiality. A culture of consensus is not only achievable, but is a 
priority for many vice-chancellors running executively-managed 
institutions. (Lambert Report 2003, p93)
Lambert’s prescription has not gone unchallenged (Shattock 2004, Buckland 2004) 
and it is not immediately obvious that it is possible to reconcile a ‘culture of consensus’ 
with an ‘executively managed institution’, even assuming the latter is a desirable goal. 
The staffing profile of universities is ageing (Anderson et al, 2002) and many staff 
reminisce about the golden era before the advent of entrepreneurialism. But railing 
against these changes will be as effective as King Canute with the tides.
What is shown in this study of values at La Trobe University is that, perhaps because 
of these changes and challenges, staff value collegiality highly. They value working 
together cooperatively and respecting each other. Universities need to recognise that 
in their management processes (Lapworth 2004, Middlehurst 2004). As discussed 
above, because of their greater homogeneity this may be easier to achieve at the 
School level. At wider levels the challenge should be confronted, with the response 
being to provide more opportunities for consultation with staff about key strategic 
directions. Strategy, by definition, is relatively unchanged from year to year and so the 
slow decision-making processes of universities should not impinge on the opportunities 
for staff to be engaged in developing strategic plans and setting priorities for their 
implementation. Of course the very concept of a strategic plan is managerialist, but 
staff are probably resigned to accepting this incursion of modernity.
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Strategy development in higher education thus needs to be consultative. Universities
need to adopt the characteristics of “learning organisations” (Dill, 1999) that
incorporate sharing of knowledge and collective problem solving within an
organisation. Strategy development also needs to be consultative because of the
characteristics of universities (Newton, 2003) and the unique situation where both staff
and students are relatively autonomous (Easterby-Smith, 1987). As Easterby-Smith
points out, this situation requires:
“....much more emphasis on the contribution of those lower down the 
organisation than it does on the grand strategies of those at the top.
Both the quality of the service and the impetus for change and 
innovation depends on the performance of those directly involved in 
delivery. This implies that the responsibility of those at the top must 
be to create an environment in which those lower down are able to 
develop their skill and competence to the full. In some ways it is 
similar to the best features of “old style” universities; the main 
difference is in the strong commitment to the development of all the 
people involved.”
Strategic planning in universities thus needs to be a cooperative endeavour that 
reflects these sorts of values. A higher education manager, therefore, needs to have 
developed skills in consultation strategies with staff, that will act to bring staff together 
across the disparate cultures of the university so that they feel like they are indeed 
working together cooperatively (Yielder and Codling 2004).
To the extent possible, other decision-making processes also need to involve wide 
consultation and to allow staff to feel that they are able to influence the broader work 
environment within which they are situated. Leadership skills of higher education 
managers need to be developed accordingly.
As Gibbs et al (2000) has pointed out, this creates a:
“.... need for the leadership to communicate widely and continually
and in straightforward language..............  Communication is not a
unidirectional matter. Change will bring difficult issues to the surface: 
the leader has to be prepared to listen to the concerns of staff, and to 
show that they have been taken into account as the strategy is 
developed” (pages 368-369).
All of this will place further challenges on the leadership skills of managers, with 
leaders in higher education needing to embrace the need to shape culture through a 
consultative process working at all levels of the university (Knight and Trowler, 2001). 
These new challenges may already have led to changes in the characteristics of 
Deans and Heads of Departments in universities (Harman, 2002) that may distance
Stephen Duckett DBA thesis/128
these leaders from the staff within their purview. Strategies to ensure empathy and 
understanding with their colleagues will thus be necessary to ensure commitment to 
the goals and strategies that are being articulated and developed.
In addition to the collegiality value, staff in the Faculty of Health Sciences put a high 
value on intellectual freedom and academic integrity. This is also a value that has 
been seen to be under threat in Australian universities in the last 50 years. Especially 
during the Vietnam War, academic staff spoke out against universities participating in 
research associated with a war with which they disagreed (Ladd 1997, Heineman 
2001). Challenges to intellectual freedom in the 21st century are subtler. Although 
universities still seek to attract contractual research, the companies involved are not 
able to be so simplistically characterised as evil as Dow Chemicals with its links to 
napalm (Hersh 1968). The new threats to intellectual freedom come from limitations 
on the right to publish findings, and from fears that criticism of company policies may 
lead to withdrawal of contracts. In a situation where universities might be dependent 
on government contracts for teaching arrangements (such as in the health sciences in 
the United Kingdom, and in some cases in Australia), criticism of government may also 
impact adversely on the university interest.
A traditional role of universities has been as a critic of society and of dominant beliefs. 
In the Middle Ages this criticism could lead to severe punishments by the church and 
intellectual freedom of universities was thus highly valued by staff and students. 
Although the punishments for unpopular critics are not so severe in the 21st century, 
they can impact on the livelihood of academic and administrative staff either directly or 
indirectly. Universities have thus developed codes of conduct to constrain public 
discourse.
In the case of La Trobe University the constraint has been about the rights of academic 
staff to discuss publicly the affairs of the University rather than the affairs of their 
discipline. However such distinctions are not always clear, for example in the case of 
research contracts that are being entered into which may limit publication rights but 
yield significant financial benefits to the university.
Again, this new challenge to intellectual freedom requires university leadership to tread 
a careful path between these competing tensions. As shown in this study, staff place a 
high value on intellectual freedom. Interestingly, no difference was found in the 
commitment to this value between senior staff (Professors and Associate Professors)
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compared to other academic staff. Observance of this value at La Trobe was seen as 
reasonably high, ranking higher than putting students first and working together 
cooperatively and respecting each other. Although not all values could be rated 
equally and there are disadvantages in the lower ranking of the other two values, the 
higher ranking for intellectual freedom augers well for the environment that has been 
created at the University.
Conclusion
As argued in Chapter 1, the values of the organisation are an important component of 
the work environment of staff within the organisation. Clear articulation of the values of 
the organisation and monitoring of their observance can be beneficial for the 
organisation. As Collins and Porras (1998) have shown, high performing companies 
are characterised by clear articulation and steadfast maintenance of values over time. 
Universities are enduring organisations, as are the values reported by staff in this 
study. In most cases these values would resonate with staff of fifty years ago in the 
pre-massification era of universities.
This study has shown that there is a high level of homogeneity across academic and 
administrative staff in different work settings about the importance of a set of values to 
themselves personally. It has also shown that it is possible to measure the 
observance of these values in the workplace and in the wider university. However, the 
dissonance between the importance and the observance raises issues for 
management at School and University level. Proposals to address these issues have 
been articulated earlier in this chapter. The study also raises wider issues for 
universities and their management.
Although not intractable, addressing these issues requires new skills for university 
leaders that will require them to balance their apparent enthusiasm for the 
“entrepreneurial” university and managerialism generally, with the more traditional and 
enduring values still held dear by their staff.
Thus in addition to the implications for the Faculty of Health Sciences identified in 
chapter 8 and the wider ramifications in chapter 9, this research should inform my own 
modus operandi. As a manager in a research-intensive institution, I should ensure that 
research informs my practice and, where possible, lessons from my practice are so
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structured that they can contribute to the development of higher education 
management more broadly.
More personally, the research which underpins this thesis provides an example of the 
benefit of adopting a systematic and rigorous approach to addressing a component of 
the role of a university manager. Obviously, not every management problem can be 
addressed with this level of rigour, nor with an eye to the wider ramifications of an 
intra-university study. This thesis has reinforced to me the imperative of applying the 
same level of statistical rigour in my management work as applies in research. Too 
often university staff surveys present descriptive results without testing statistically for 
interaction and differences.
The thesis builds on and contributes to a research literature. Again, there is a lesson 
here for me: others have often struggled with the same management problems as I do 
and searching for and reading their approaches and answers will assist in helping me 
in my day-to-day work.
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Appendix 1: Faculty of Health Sciences Values 
Questionnaire
LA TROBE UNIVERSITY 
FACULTY OF HEALTH SCIENCES
ESPOUSED AND OBSERVED VALUES
An important part of any strategic planning or management process is developing a 
value statement and assessing the extent to which those values are enacted.
A value statement for the Faculty of Health Sciences has been developed after 
consultation with Schools. In this survey we are asking staff to identify how important 
each of these values is to you and also to identify whether these values are adhered to 
in the School and the University.
The survey asks two different types of questions. The first assesses how important the 
value statement is to you personally. The second set of questions asks you to assess 
the way in which the values are adhered to in your School. There is also an open- 
ended question about inhibiting factors.
Please take the time to fill in this questionnaire and return it either electronically or in
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ESPOUSED AND OBSERVED VALUES QUESTIONNAIRE 
Could you please indicate your School/Centre/Unit:............................................
Could you please indicate (by circling) whether you are: a) Academic -  level A/B, C or D I E  b) General -  HEO level 4, 5, 6 or 7+
H o w  lo n g  h a v e  y o u  b e e n  e m p l o y e d  a t  L a  T r o b e  U n iv e r s it y  o r  its  p r e d e c e s s o r s ?  ( c ir c le  o n e )  L e s s  t h a n  2  y e a r s ,  2 - 5  y e a r s ,  6 - 1 0  y e a r s ,  m o r e  t h a n  1 0  y e a r s
P l e a s e  r a n k  a l l  t h e  s t a t e m e n t s  o n  a  s c a l e  o f  1 - 5  a c c o r d i n g  t o  h o w  i m p o r t a n t  e a c h  i s  t o  y o u  p e r s o n a l l y .  O n e  i s  l e s s  i m p o r t a n t  a n d  5  i s  v e r y  i m p o r t a n t .
S t a f f  i n  t h e  F a c u l t y  o f  H e a l t h  S c i e n c e s  v a l u e :
How important is this value 
to you personally?
1 =  N o t  a t  a ll im p o r ta n t  
5 =  E x t r e m e l y  i m p o r t a n t
To what extent can you 
observe this value in your 
School/Centre/Unit?
1 =  T o  a  v e r y  s m a l l  e x t e n t  
5  =  T o  a  v e r y  g r e a t  e x t e n t
To what extent can you 
observe this value in the 
University as a whole
1 =  T o  a  v e r y  s m a l l  
e x t e n t  
5 =  T o  a  v e r y  g r e a t  
e x t e n t
What are the main factors 
that might inhibit 
adherence to this value in 
your School/Centre/Unit
P u t t in g  s t u d e n t s  f ir s t. 1 2  3  4  5 1 2  3  4  5 1 2  3  4  5
W o r k in g  t o g e t h e r  c o - o p e r a t iv e l y  a n d  r e s p e c t in g  e a c h  o th e r . 1 2  3  4  5 1 2  3  4  5 1 2  3  4  5
M a k in g  a  c o n t r ib u t io n  t o  h e a l t h ,  h e a l t h  c a r e  a n d  s o c i e t y . 1 2  3  4  5 1 2  3  4  5 1 2  3  4  5
E x c e l l e n c e  in t e a c h i n g ,  r e s e a r c h  a n d  s c h o la r s h i p . 1 2  3  4  5 1 2  3  4  5 1 2  3  4  5
I n t e l le c t u a l  f r e e d o m  a n d  a c a d e m i c  in te g r ity . 1 2  3  4  5 1 2  3  4  5 1 2  3  4  5
A  s a f e  w o r k in g  a n d  le a r n in g  e n v i r o n m e n t 1 2  3  4  5 1 2  3  4  5 1 2  3  4  5
General Comment
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Please make any general comments on the values.
Thank you for taking the time to complete this questionnaire.
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Appendix 2: Classificatory data on respondents to Faculty values questionnaire
Table A2.1 Response rate to Faculty values questionnaire
Academic Staff
School
Number Responded Responded Responded Total1st round 2nd round 3rd round
HBS 39 8 6 14
ISU
HCS 21 3 2 2 7
S/W & S/P 20 2 5 7
Orthoptics 6 1 2 3
OT 27 1 3 4 8
Bouverie 0 0 0
Faculty Office 4 2 0 2
AIPC 19 2 2 1 5
Public Health 62 9 10 1 20
CSMCH 13 3 5 8
Physiotherapy 24 4 4 8
Nursing 45 11 6 17
ARCSHS 11 0 1 4 5




% Number Responded 1st round
Responded 
2nd round
35.9% 13 7 1
9 3 1
33.3% 13 1 2







50.0% 11 4 3
26.3% 6 1 1
32.3% 21 2 3
61.5% 2 0
33.3% 7 2
37.8% 26 3 5
45.5% 5 0 1
36.4% 147 28 18
rcesponaea 






1 3 50.0% 33.3%
1 2 10.0% 10.0%
1 8 63.6% 66.7%
2 33.3% 28.0%
3 8 38.1% 33.7%
0 0.0% 53.3%
0 2 42.9% 32.3%
8 34.6% 35.2%
1 20.0% 37.5%
6* 54* 36.7% 38.6%
* Includes 2 academic and 2 administrative respondents who did not indicate School. A further 9 respondents did not indicate either School or type of employment
Table 0:1
Table A2.2 Respondents' length of time employed by staff classification
<2 years 2-5 years 6-10 years >10 years Total
Academic 18 24 18 38 98
Admin/Tech 14 25 8 4 51
Total 32 49 26 42 149
Table A2.3 Respondents' length of time employed by principal function of 
work unit
< 2  years 2-5 years 6-10 years > 10  years Total
School 26 36 16 36 114
Research Centre 3 6 8 3 20
Faculty central 2 7 2 3 14
Total 31 49 26 42 148
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Appendix 3: Reports To Staff
A full report on the values questionnaire was provided to the Faculty leadership 
group (Faculty Development Committee) over the period August-October 2004. The 
content of these reports was similar to the content of the chapters in this report. In 
some cases Heads of School/Centre discussed the reports with staff in staff 
meetings. A summary of each of the reports was also distributed electronically to all 
staff in the Faculty to provide them with feedback on the results of the values 
questionnaire. This appendix reproduces those reports as they were distributed to 
staff.
Report 1: Importance of values
You may recall that in 2003 a questionnaire was distributed to staff seeking staff 
views on the values that had been developed by a consultative process over the 
period 2003, and whether those values were observed in reality. Overall 169 
responses were received to the questionnaires, representing a 38% response rate. 
In this email I report back to staff on the first aspect of that questionnaire, namely the 
espoused values of staff.
The figure below shows the frequency distribution for the six values that we had 
identified as possible Faculty values. More than half the staff identified each of those 
values as being extremely important to them. It therefore seems to me that these 
values do resonate with staff in the Faculty and the six values ought to be 
incorporated as the official Faculty Values Statement.
Frequency distribution of importance of specified
values
Putting s t u d e n t s  f ir s t ■  1 =  N ot a t  all 
im p ortant
■ 2W orking t o g e t h e r  c o -o p e r a t iv e ly  a n d Lar e s p e c t in g  e a c h  o th e r
h e a lth  c a r e  a n d  s o c ie t y  
E x c e l le n c e  in t e a c h in g ,  r e s e a r c h
M aking a  co n tr ib u tio n  to  h e a lth , □  3
□  4
a n d  s c h o la r s h ip
In tellectu a l f r e e d o m  a n d  a c a d e m ic
in tegrity
■  5  = E x trem ely  
im p ortant
A  s a f e  w  orking a n d  lea rn in g
e n v ir o n m e n t
0 50 100 150
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There were some differences between various groups of staff. For example, 
academic and administrative/technical staff had somewhat different emphases in 
their values, with academic staff rating “Making a contribution to health, health care 
and society”; “Excellence in teaching, research and scholarship”; and “Intellectual 
freedom and academic integrity” as being of more importance to them than did 
administrative and technical staff. To some extent this difference reflects the 
different nature of the roles of academic versus administrative and technical staff 
where, for example, academic staff have as part of their role to provide community 
service, in a sense to make a contribution to health, health care and society.
There were also differences between staff in Schools and in Research Centres, with 
staff in Research Centres placing less of an emphasis on “putting students first”. 
Again, this could be expected given the very different roles of Schools and Research 
Centres. There are also differences between Schools and Research Centres in 
terms of working together co-operatively and respecting each other, a result which on 
face value is somewhat surprising. Research Centres also placed a higher value on 
intellectual freedom and academic integrity, which may to some extent reflect the 
greater challenges faced by Research Centres in terms of working in an environment 
where there is a significant proportion of contract-funded research.
I would again like to thank those staff who responded to the questionnaires because I 
think they will provide an important basis for future planning in the Faculty.
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Report 2: Observed values in the work unit
This report follows up the previous report on the staff values questionnaire which was 
completed in late 2003 and early 2004. It reports on the extent to which the 
espoused values were actually observed in practice. The results are mixed.
Overall, the mean scores for most of the value statements were between 3.5 and 4 
on the 5 point Likert scale (with point 5 meaning that the value was observed to a 
very great extent). Unlike the previous question about espoused values, where the 
modal response was 5 on each of the values, the modal response for all of the value 
statements was at the 4th point of the Likert scale, suggesting that we have room to 
improve in this area, but that overall there is a fairly high level of observance of these 
values in practice (see figure for the distribution).
Frequency distribution (p ercen t) of observed values  
in Faculty of Health Sciences
10 20 3 0 4 0 5 0
P u t t in g  s t u d e n t s  f i r s t
W o r k i n g  t o g e t h e r  c o - o p e r a t i v e l y  a n d  
r e s p e c t i n g  e a c h  o t h e r
M a k in g  a  c o n t r ib u t io n  t o  h e a l t h ,  h e a l t h  
c a r e  a n d  s o c i e t y
E x c e l l e n c e  in  t e a c h i n g ,  r e s e a r c h  a n d  
s c h o l a r s h i p
In t e l l e c t u a l  f r e e d o m  a n d  a c a d e m i c  
i n t e g r i t y
A  s a f e  w o r k i n g  a n d  l e a r n in g  
e n v i r o n m e n t
1 V e r y  s m a l l  
e x t e n t
□  3
□  4
5  V e r y  g r e a t  
e x t e n t
There were important differences between work units in the Faculty. In particular, 
there were significant differences between the ways in which some of the values 
played out between Schools and Research Centres. Some of these were to be 
expected. For example, there was a lower value placed on putting students first in 
Research Centres relative to Schools. Research Centres put a higher value on 
making a contribution to health, health care and society and on working together co­
operative. It is not immediately clear why this should be so, especially in the case of 
the latter value.
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There were some significant differences between Schools on the observed values. 
Although some Schools were significantly above the mean of all other Schools for 
some of the values, this may be a reporting artefact. On the other hand, the School 
of Nursing and Midwifery had lower scores on most of the value statements relative 
to all other Schools, and this is something that I am taking up with the staff of that 
School.
In terms of barriers to adherence to these values, a cluster of responses relating to 
funding, resources, workload and time constraints were overwhelmingly the most 
commonly reported constraints in terms of achieving most of the values. Clearly staff 
are frustrated by the effect of resource constraints on their work, but we do need to 
reflect on whether funding and resource constraints truly impact on putting students 
first, which is a value expressed as a relative priority rather than an absolute 
achievement.
A more detailed report on this and the earlier analysis of the espoused value 
statements is available from me. I would also be happy to discuss any aspects of 
this report with staff.
S.J. Duckett
August 2004
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Report 3: Observed values in the University
I am writing to staff to provide further information arising from the values questionnaire. 
A third question in the values questionnaire asked about the extent to which the value 
statements were observed in the University as a whole. The results of the mean 
responses to each of the value statements, compared to mean responses to reported 
adherence to the values in the work unit are shown in the figure.
Comparison of extent to which values are observed 
in the University as a whole and in the work unit 
(School, Centre)
P u t t in g  s t u d e n t s  f i r s t  
W o r k in g  t o g e t h e r  c o - o p e r a t i v e l y  a n d  r e s p e c t i n g  
e a c h  o t h e r
M a k in g  a  c o n t r i b u t i o n  t o  h e a l t h ,  h e a l t h  c a r e  a n d  
s o c i e t y
E x c e l l e n c e  in t e a c h i n g ,  r e s e a r c h  a n d  
s c h o l a r s h i p  
I n t e l l e c t u a l  f r e e d o m  a n d  a c a d e m i c  i n t e g r i t y
A  s a f e  w  o r k in g  a n d  l e a r n i n g  e n v i r o n m e n t
M ean resp on ses
2  3
W ork unit ■  University as a whole
What is important here is that the results for the University as a whole are somewhat 
disappointing. We see that the extent to which values are observed in the University 
as a whole are somewhat lower than the extent of observance in the work unit.
There were no statistically significant differences between Schools or by length of 
employment in the University, although academic staff did report a lower level of value 
observance for the value putting students first, compared with administrative and 
technical staff. This might be because academic staff are more aware of the 
University’s commitment in this area.
I would like to thank staff again for completing the questionnaire, which I think has 
provided useful information for the Faculty.
S.J. Duckett 
August 2004
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Appendix 4: Duties and Responsibilities of Heads of School
(Additions to embed values statements in italics)
Background:
The accountabilities of the Head of School are described in Regulation 11.4, The 
Schools, Special Status Departments and Heads of School.
The Head of School is appointed following a call from the Dean for expressions of 
interest from staff at Level D and above. The Dean initiates a consultation process with 
all members of the School regarding the nominees. The Dean then makes a 
recommendation to the Vice-Chancellor and Council.
Primary Objectives:
The Head of School is responsible for the academic leadership and operational 
management of the School. The Head of School is one of the most critical roles in the 
University. The Head provides leadership to staff in teaching and course design, 
research and professional activities. The Head of School works closely with the 
professors of the School and the Dean in all areas.
Staff in the Faculty of Health Sciences share six core values:
• Putting students first;
• Working together cooperatively and respecting each other;
• Making a contribution to health, health care and society;
• Excellence in teaching, research and scholarship;
• Intellectual freedom and academic integrity;
•  A safe working and learning environment
The Head of School will be expected to promote those values in the School and work in 
a way consistent with the values.
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DUTIES AND RESPONSIBILITIES
The Head of School must:
1. Provide academic leadership, sometimes in a multi-disciplinary context 
and across multiple locations. The Head of School is responsible for 
the School’s strategic planning and for the quality of the School’s 
teaching and research programs.
2. Ensure that the School has a range of student-centred strategies and 
services in place including consultative processes with students. The 
Head of School has a key responsibility to promote adherence to the 
Faculty value of putting students first The Head of School has 
particular responsibilities in the timely resolution of student grievances 
and in ensuring adherence to University and Faculty policy and 
procedures.
3 Lead and manage the staff of the School. Manage all personnel 
matters including recruitment, induction, appraisal, promotion, 
reclassification, professional development, advice on discipline and 
grievance resolution. The Head of School must be fully aware of all 
Enterprise Bargaining Agreement terms and conditions and operate 
within this institutional framework. The Head of School must ensure 
that, consistent with the Faculty value statement of valuing ‘a safe 
working and learning environment’ that there is a safe and productive 
work environment within the School and that the University’s principles 
of equity and fairness are applied.
4 Provide responsible management of the School’s finances ensuring 
compliance with all university and faculty policies and procedures. 
Ensure that the School has a range of initiatives in place to raise non- 
Commonwealth revenue such as consultancies, fee-paying programs 
etc.
5 Ensure that there are effective and consultative governance structures 
in place in the School. Ensure that all academic and research
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administration policies and procedures are managed efficiently and are 
aligned with University and Faculty requirements. In line with the 
Faculty values, the Head of School should aim to create a working 
environment where staff work together co-operatively and respect each 
other.
6 Build and maintain relationships and partnerships with key industry, 
professional associations and government agencies that are relevant to 
the discipline mix within the School.
7 Contribute to university and faculty decision-making processes and 
policy development through participating co-operatively on key 
committees and the contribution of ideas and creative solutions.
8 In Schools which provide clinical services, the Head of School must 
ensure safe and effective provision of care, which legal requirements for 
clinical practice are met, quality management processes are effective 
and that service demonstrates a high quality service model to students.
S.J. Duckett
Dean
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Appendix 5: Account of Personal Development over the 
Course of the DBA Program
The welcome from John Taylor, as Director of Studies, at the first residential period for 
the Doctorate of Business Administration in Higher Education Management read:
“The D B A  aims to provide a core of awareness, knowledge
and skills which enable participants to engage creatively in the 
serious study and analysis of issues in higher education at all 
levels, leading to the emergence of original thinking, new 
solutions and understandings, and alternative ways of working
which will be helpful to all concerned  It aims to
encourage and facilitate both reflective self-reflection and the 
sharing of ideas and experience among participants.”
A reflective and self-evaluative practitioner is one of the best ways of ensuring quality 
improvement over time (Schon 1983; Brockbank and McGill 1998; Ramsden 2003). 
Professional practice increasingly encourages self-reflection as part of professional 
development and to facilitate continued professional growth. The DBA in Higher 
Education Management structures that reflection formally into the program by requiring 
candidates to provide “a critical account of their personal development over the DBA 
program”.
The DBA program can be conceptualised as having four components:
• The formal academic presentations in the residential schools in Phase I and, to a 
lesser extent, Phase II;
• The Phase I assignments;
• The thesis; and
• The creation of a climate of inquiry through informal interactions with participants 
and staff, sometimes referred to in educational settings as the outworkings of the 
“informal curriculum”.
My personal development has been informed by all four elements of the program.
The presentations
The presentations at the residential schools were of three types:
• Research-based lectures;
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•  Presentations of contemporary wisdom and consultancy practice from staff 
associated with the program;
• External lecturers, including leaders of higher education in the United Kingdom. 
The residential schools also incorporated some small-group work.
I am an academic based in Australia, and Australian higher education policy is 
significantly affected by policy developments internationally, especially in the United 
Kingdom. Although the DBA program includes some consideration of higher education 
in other countries, much of the experience of academic staff and of the majority of 
participants in the program is United Kingdom-based. The DBA program therefore 
gave me an unparalleled opportunity to be exposed to policy developments in the 
United Kingdom both as a participant (student) and as a critical observer through class 
presentations and discussions. For example, in terms of understanding the Research 
Assessment Exercise, I was immersed in an institution which has been subject to a 
research assessment exercise over a number of years, students in the program also 
brought their perspective of research assessment exercises, academic staff had 
performed research on the research assessment exercise process, and external 
lecturers also gave us their perceptions. As a result of this, I have become quite 
familiar with the approaches and contemporary issues about research assessment 
exercises, and I have a much better base for reading about developments in research 
assessment policy in the United Kingdom. This is not irrelevant to Australia. As I write 
(April 2005), the Australian government is consulting with the higher education 
community about the shape that an antipodean equivalent of a research assessment 
exercise might take (http://www.dest.gov.au/resqual). The Australian version will be 
called a research quality framework, but the issues to be addressed and the approach 
to be followed will be informed by the research assessment exercises in the United 
Kingdom.
So my exposure to the formal program of the DBA has positioned me better to 
understand a critical contemporary policy issue in Australian higher education. A 
number of other examples could be used about the relevance of formal program of the 
DBA to my understanding of higher education policy.
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Assignments
The assignment requirements for Phase 1 of the DBA involved submission of four 
assignments. In line with the underlying philosophical approach of a professional 
doctorate, I chose assignments which, in addition to being linked to the phase I 
curriculum, were also directly relevant to issues that were important to me in my work. 
The table shows the assignments that I completed for Phase I.
Table A5.1: Assignments submitted for Phase I of Doctor of Business
Administration
Unit 1 - Strategic organisational 
change in higher education
Turning Right at the crossroads: 
the Nelson Report’s proposals to 
transform Australia’s universities
"Turning right at the 
crossroads: The Nelson 
Report's proposals to 
transform Australia's 
universities." Higher 
Education 47: 211-240, 
2004.
Unit 2 - Strategic issues in 
higher educational 
development and management
Incorporating Effectiveness As A 
Teacher And Systematic Student 
Evaluation Into Probation And 
Promotion Decisions At La Trobe 
University
Under review
Health Workforce Design For The 
21st Century
"Health workforce design ir 
the 21st century." 
Australian Health Review 
29 (2): 201-210, 2005.
Unit 3 - Research methods Staff values in the Faculty of 
Health Sciences at La Trobe 
University
Nil
Three of the four assignments (the exception being the research methods assignment) 
required me to undertake thinking in areas that I would have addressed, even if I had 
not been undertaking the DBA. However what the DBA required me to do was to 
address these same issues with enhanced rigour and with an awareness of the 
literature. In all cases I also benefited from discussions with academic staff at the 
University of Bath when planning the assignment, and feedback on the assignment or 
its early drafts.
As an academic, dissemination of the results of research and reflection is important, 
and so I submitted revised versions of the assignments for Units 1 and 2 to refereed 
journals. Two of the assignments have now been published, as shown in the table.
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The third has been under review for a substantial time. Copies of the published 
articles are included as supplementary papers to this thesis.
The personal learnings from these assignments have been quite significant. The 
assignment for Unit 1 addressed the contemporary structural change being canvassed 
in Australia: the “Crossroads” Review of Higher Education. All leaders in higher 
education in Australia were required to read and understand the proposals for change 
advanced by the Minister for Education and Science, Dr. Brendan Nelson MP, and 
accordingly I would have been expected to be familiar with the Nelson proposals. The 
value added by the DBA was that I moved beyond a superficial review of the 
Government’s proposals, and analysed them at a standard expected of a doctoral 
student and/or publication in the refereed literature. This meant that I had to have a 
very deep understanding of the changes; writing about the proposed changes for 
publication (and explaining them to others) meant that I had to have a substantially 
greater understanding of the changes and their implications than a simple reading of 
the document would entail. Because of my reading around this topic, I also 
understood how the contemporary proposals were situated historically, and this has 
given me a greater understanding about the possible trajectories of higher education 
policy in Australia.
The Nelson higher education policy changes introduced a Learning and Teaching 
Performance Fund, and, as Pro Vice-Chancellor (Learning and Teaching) at La Trobe 
University, I was given the responsibility within the University of positioning the 
University for the requirements on universities associated with the introduction of the 
Fund. One of these related to change in the criteria for probation and promotion for 
academic staff to place a greater emphasis on assessment of teaching quality, in 
particular through student evaluation of teaching. One of my assignments for Unit 2 
was a substantial, research-based, discussion paper for La Trobe University which 
canvassed enhancing the use of teaching quality in probation and promotion at La 
Trobe University. This led to significant changes to the University’s policies.
In the past student evaluation of teaching at La Trobe had been cast in a 
developmental frame where student evaluation results were personal to the academic 
concerned (in contrast to results of ‘quality assurance of subjects’, the results of which 
were considered hierarchically within the University). I suspect that the rigour with 
which I approached the discussion paper and the extent of the literature that I cited 
indicated to academics that this was not just some whinge or unthought-through set of
Stephen Duckett DBA thesis/149
proposals, but that there was an evidence base for what I was recommending. I think 
this predisposed my colleagues to accept the significant changes I recommended. I 
doubt whether I would have invested the time involved in developing this paper if it 
were not also to be an assignment for the DBA. I subsequently submitted it in a 
substantially revised version for publication. I think the fact that the probation and 
promotion paper was a DBA assignment thus assisted in the organisational change 
process within La Trobe University.
The third assignment, related to health workforce issues, brought together my thinking 
and reflection over a number of years. Health workforce restructure is a contemporary 
policy issue in Australia and clarifying and documenting my thinking in this area is thus 
particularly useful for me. Again, I doubt whether I would have invested the energy in 
documenting my thoughts in this way if it had not also been a DBA assignment.
The thesis
As outlined in the introductory chapter of this thesis, the thesis too was directly related 
to my professional role as Dean of the Faculty of Health Sciences at La Trobe 
University. The Faculty had planned a values questionnaire for some time but, in the 
way of these things, it had never achieved management priority. The fact that it might 
also provide a basis for the thesis accorded it increased priority in my own work 
priorities; the data analysis was undertaken much more rigorously and I thought much 
more carefully about how the results would be used. (The DBA regulations require “an 
executive report for their organisation with the status of a briefing document for 
management on precise conclusions and recommendations arising from the study”. 
The way in which chapter 8 of this thesis is written already highlights the 
recommendations arising from the study, and so an executive report would be simply a 
duplication of some of the material in that chapter.)
The thesis should also provide the basis for academic publications which will help fill 
the gap in the literature that I have identified.
The informal curriculum
The ‘informal curriculum’ is an important component of University study (Regan-Smith 
1994, McKinney et al 1998). The DBA, as with any educational program, has such an 
informal curriculum, in part created by the environment in which the program is
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situated, and in part by the interactions with staff and peers. The University of Bath is 
a research-intensive University, and so part of the expectation of the DBA was that 
students would read and reflect on higher education issues, to some extent regardless 
of the direct relevance to the lecture presentations. This I did.
As an academic I am used to reading academic journals and keeping abreast of new 
publications in my own discipline, but as a result of participating in the DBA, I have 
joined the Society for Research in Higher Education, and I now also regularly browse 
higher education journals in the University library in a way in which I have not 
undertaken in the past with the same diligence. Thus I am exposing myself to 
serendipitous learning and reflection on higher education issues. Similarly, I have 
begun to read books on higher education, and started a modest collection of relevant 
books. This is something that I hope I do not lose as I complete this program. This 
reading has made me much more aware of the research base for much of my work as 
a higher education manager. Similarly, my reading on the history of higher education 
has helped me understand better many of the contemporary debates in higher 
education.
One of the books I read was about leadership in higher education (Ramsden 1998). 
This book incorporates a questionnaire which allows a higher education manager to 
obtain feedback from subordinates about aspects of their management style. On 
further investigation I discovered that a similar questionnaire is accessible on-line (at 
www.feedbackbvdeqrees.com). This questionnaire asks the academic manager and 
his/her nominated peers and subordinates to assess the manager’s performance on a 
range of leadership-related questions outlined in table A5.2
Table A5.2: The Leadership for Academic Work Questionnaire Scales
S c a le M e a n in g S a m p l e  I t e m
L e a d e r s h ip  fo r  T e a c h i n g E f f e c t i v e n e s s  o f  y o u r  l e a d e r s h i p  o f  
t e a c h i n g  a n d  t e a c h e r s .
C o n v e y s  a  s e n s e  o f  e x c i t e m e n t  a b o u t  
t e a c h i n g  t o  c o l l e a g u e s .
L e a d e r s h ip  fo r  R e s e a r c h E f f e c t i v e n e s s  o f  y o u r  l e a d e r s h i p  o f  
r e s e a r c h  a n d  r e s e a r c h e r s .
W o r k s  t o  c r e a t e  a n  e n v i r o n m e n t  t h a t  
s u p p o r t s  q u a l it y  r e s e a r c h  a n d  s c h o la r s h i p .
F a ir  a n d  E f f ic ie n t  M a n a g e m e n t C a p a c i t y  t o  p e r fo r m  m a n a g e r i a l  t a s k s  s u c h  
a s  d e l e g a t i o n ,  o r g a n i s a t io n ,  a n d  r e s o u r c e  
c o n t r o l .
C o n d u c t s  t h e  b u s i n e s s  o f  t h e  w o r k  u n it  in 
a n  o r g a n i s e d  a n d  e f f i c i e n t  m a n n e r .
I n t e r p e r s o n a l  R e l a t i o n s h i p s C a p a c i t y  t o  m a in t a in  e f f e c t i v e  w o r k in g W e l c o m e s  q u e s t io n i n g  o f  h e r /h is  i d e a s .
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S t r a t e g y  a n d  V is io n D e g r e e  o f  e m p h a s i s  o n  fu tu r e  i s s u e s  a n d  
p o s i t io n in g  t h e  w o r k  u n it  fo r  s t r a t e g i c  
a d v a n t a g e .
W o r k s  t o  c r e a t e  a  s h a r e d  v i s i o n  o f  t h e  
fu tu r e  d ir e c t io n  o f  t h e  w o r k  u n it .
R e c o g n i t i o n ,  D e v e l o p m e n t  a n d  
R e w a r d
L e v e l  o f  s u p p o r t  fo r  c o l l e a g u e s '  p e r s o n a l  
a n d  p r o f e s s i o n a l  d e v e lo p m e n t .
P r a i s e s  a n d  s u p p o r t s  c o l l e a g u e s '  
s u c c e s s e s .
C o l la b o r a t iv e  a n d  T r a n s f o r m a t io n a l  
L e a d e r s h ip
C a p a c i t y  t o  in s p ir e ,  m o t iv a t e  a n d  
e n c o u r a g e  o t h e r s  fo r  c h a n g e  a n d
E n c o u r a g e s  y o u  t o  th in k  a b o u t  o ld  
p r o b l e m s  in n e w  w a y s .
Rather than developing my own questionnaire to obtain feedback on my management 
style, I subjected myself to the one offered through that web site. As a result I received 
detailed feedback from colleagues on a range of attributes. The table below 
summarises these results and compares my performance to other respondents to this 
questionnaire.
Table A5.2: Summary of results on feedback of my management style
S c a le
H ig h e s t
2 5 %
M id d le
5 0 %
L o w e s t
2 5 %
L e a d e r s h ip  fo r  T e a c h i n g 1 0 0 - 5 8 5 7 - 2 9 2 8 - 1
( 6 6 )
F a ir  a n d  E f f ic ie n t  M a n a g e m e n t 1 0 0 - 7 2 7 1  - 2 9 2 8 - 1
( 7 2 )
I n t e r p e r s o n a l  R e l a t i o n s h i p s 1 0 0 - 8 6 8 5 - 4 3 4 2 - 1 5
( 6 9 )
C o l la b o r a t iv e  a n d  T r a n s f o r m a t io n a l  L e a d e r s h ip 1 0 0 - 5 8 5 7 - 2 9 2 8 - 1
( 6 7 )
R e c o g n i t i o n ,  D e v e l o p m e n t  a n d  R e w a r d 1 0 0 - 5 8 5 7 - 2 9 2 8 - 1
( 6 4 )
L e a d e r s h ip  fo r  R e s e a r c h 1 0 0 - 5 8 5 7 - 2 9 2 8 - 1
( 7 3 )
S t r a t e g y  a n d  V is io n 1 0 0 - 5 8 5 7 - 1 5 1 4 - 1
( 8 1 )
To some extent the feedback was salutary and caused me to reflect on my approach 
to management and my style within the University and attempt some change in my 
style.
I have also encouraged other managers who report to me to undertake the same 
process with their subordinates. I doubt whether I would have read the Ramsden book 
if I had not been undertaking the DBA (it was drawn to my attention as part of the DBA)
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nor, probably, would I have initiated the feedback survey if I had not had an
expectation of completing this reflection on my learning in the DBA!
The informal curriculum also involves the opportunities associated with stepping out of 
the day to day pressures of the work environment. In my case it involves travelling 
from Australia to England, a significant distance both in kilometres and time zones. As 
a result I was placed in an environment where I can reflect on higher education issues 
on a full time basis without the day to day pressures of my work environment. This has 
given me some opportunities to think about new strategies at La Trobe University in a 
way that I would not done had I not been involved in the DBA.
The informal curriculum also involves interaction with peers. Here, too, the DBA has
been beneficial. Many of my colleagues in the program face similar problems to me 
and informal interactions have provided a number of opportunities to debrief on the 
problems I am facing, and to pick up hints and suggestions about strategies that they 
have used in similar situations, or to address somewhat similar problems. I would like 
to structure some of that into my ongoing work experience following completion of the 
DBA.
Conclusion
The DBA, then, has benefited me professionally and personally in a number of ways. 
In summary, it has made me more of a research-aware professional and caused me to 
think more carefully about the context within which university decisions are made, and 
to be aware that there is a literature about many of the policy issues which confront 
universities in Australia today. Similarly, it has had an impact on my own approaches 
to management.
I would have liked a greater structure to these reflections within the program, and 
perhaps this is something that could be considered for residential schools for future 
cohorts.
I believe overall I have benefited substantially from the program and it has been a 
good investment for me.
Postscript
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Following the conclusion of this study, leadership issues within the University became 
a matter of public controversy, in part stimulated by my resignation to accept a position 
in another state. However, the more significant issues from a media perspective arose 
from questioning in both the state and federal parliaments of the extensive overseas 
travel, and associated expenses incurred, by the Vice-Chancellor. The Vice- 
Chancellor resigned in the face of these challenges, as did the Deputy Vice-Chancellor 
and one of the Pro Vice-Chancellors. The Chancellor also announced her retirement. 
The Vice-Chancellor was replaced on an interim basis by the Deputy Vice-Chancellor 
(Research) who has adopted a much more inclusive and open approach to 
management, consistent with the directions suggested in this thesis. The Briefing 
Paper in Appendix 6 has been provided to the new incumbent.
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Appendix 6: Briefing paper for University management on 
recommendations from the Faculty of Health Sciences’ values
study
As noted in Chapter 1, one of the distinctions between a professional doctorate 
and a ‘traditional’ PhD is that research for a professional doctorate has more 
direct relevance and application to practice. In this thesis Chapter 8 highlights 
conclusions from the thesis that are relevant to La Trobe University. The Doctor 
of Business Administration in Higher Education Management at the University of 
Bath also makes this link between thesis and practice explicit in a requirement to 
include an ‘annex’ to the thesis in the form of ‘an Executive report for the 
candidate’s organisation with the status of a briefing paper for management on 
precise conclusions and recommendations arising from the study’.
This Appendix, which draws on Chapter 8, addresses that requirement. It is in 
the form typically used at La Trobe University.
Recommendations to the Vice-Chancellor:
1. The University develop and articulate a values statement
2. That University-wide strategies be developed to embed the values in 
practice
3. That the strategies proposed by the Faculty of Health Sciences outlined 
below to embed its values statement be endorsed
4. That the University reaffirm its commitment to academic freedom through 
the strategies outlined below.
Background
1. Over the last few years, the Faculty of Health Sciences has developed a ‘values 
statement’, to reflect and articulate the shared values for staff in the Faculty. A 
consultative process was used to develop the statement and a Faculty-wide 
questionnaire was used to:
1.1. Assess whether the values statement was universally accepted; and
1.2. Assess the extent to which staff agreed that the espoused values were 
observed in practice (both in their own School/Centre and in the University as 
a whole).
2. In brief, the survey found widespread agreement with the articulated values 
statement and, with a notable exception, that the values were observed in practice.
3. Value observance was somewhat higher at the School level than within the wider 
University. We cannot be sure that the difference between School and University 
results is not simply an artefact of the fact that the values statement we were
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assessing was developed in the Faculty of Health Sciences rather than for the 
University as a whole.
4. This paper provides: '
4.1. A background to the use of value statements and
4.2. Makes recommendations about:
4.2.1. Their wider use in the University and
4.2.2. Strategies to reinforce their use in the Faculty of Health Sciences.
Values statements
5. Values statements are important for any organisation, including Universities as 
they help to ‘set the tone’ of the organisation and capture and reinforce critical 
aspects of organisational life and culture.
6. The culture and values of an organisation can impact on an employee and the 
value fit between the values of the organisation and the values of the employee 
can be an important factor in motivating or de-motivating the employee.
7. Further, evidence from a major study of eighteen ‘visionary’ companies that were 
more successful than their comparators identified that amongst other differences, 
visionary companies emphasised and held true to a set of core values.
8. La Trobe University can benefit from this (wider) research by adopting a ‘values 
statement' and highlighting the shared values across the University. It is therefore 
recommended that the University develop and articulate a values statement.
9. The feasibility of developing a values statement has been tested within the Faculty 
of Health Sciences. This work showed that it is possible to develop a meaningful 
statement that captures the sentiments of staff (both academic and administrative).
10. Specifically, the Faculty of Health Sciences values statement is as follows:
Staff in the Faculty of Health Sciences value:
• Putting students first;
• Working together cooperatively and respecting each other;
• Making a contribution to health, health care and society;
• Excellence in teaching, research and scholarship;
•  Intellectual freedom and academic integrity;
• A safe working and learning environment.
11. The Faculty of Health Sciences’ values statement was sufficiently robust to identify 
some expected differences within the Faculty (e.g. between Schools and research 
Centres) and to identify unexpected differences (specifically, issues within the 
School of Nursing and Midwifery).
12. The development of the values statement and the findings from the study of value 
observance has provided useful information for management of the Faculty.
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Embedding the values
13. The full benefit of developing a values statement will only be achieved If it is seen 
to be meaningful: staff need to observe the values in action. This means that, 
following development of the University-wide values statement, a range of 
strategies need to be adopted to embed the values in practice. This is 
recommended.
14. The Faculty of Health Sciences has identified a number of strategies to facilitate 
implementation of its values statement, outlined below. It is proposed that, 
pending the development of a University-wide values statement, the Faculty 
proceed with implementation of its agreed core values and strategies to 
reinforce these.
15. The proposed strategies involve publicity about the values and changes to position 
descriptions with reinforcing changes to performance appraisal processes. Further 
changes are proposed to committee processes. Changes to some University-wide 
processes are also proposed.
Publicity
16. An important first step in embedding values statements is to ensure that the value 
statements are not forgotten. The endorsed value statements should be put before 
staff in a variety of ways including:
16.1. Through posters (regularly replaced for presentation reasons) around the 
buildings of the Faculty;
16.2. Being provided to staff as part of orientation to the Faculty and reinforced in 
face-to-face orientation sessions; and
16.3. Being incorporated in Faculty publicity material such as the annual report.
17. Staff should be reminded on a regular basis that confidentiality protection is 
available to those who identify areas where values are not being observed if they 
report this under the University’s ‘whistleblower’ policies or through the University 
Ombudsman. This may be particularly important in terms of issues relating to the 
value about intellectual freedom and academic integrity.
18. Staff should also be reminded regularly that protection is also afforded to staff who 
report breaches of occupational health and safety regulations. This would also 
help to ensure that the relevant value is lived in practice.
Change to position descriptions
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19. Reference to the value statements should be incorporated into the preamble to
position descriptions for all staff. In this regard it is proposed that all position
descriptions in the Faculty should incorporate the following phrasing:
“Staff in the Faculty of Health Sciences share six core values:
Putting students first;
Working together cooperatively and respecting each other;
Making a contribution to health, health care and society;
Excellence in teaching, research and scholarship;
Intellectual freedom and academic integrity;
A safe working and learning environment.
The occupant of this position will be expected to work in a 
way consistent with those values.”
20. Specific reinforcement of the value about working together cooperatively should
occur by adding a clause to all position descriptions to emphasise this value, with
the following phrasing as one of the position’s duties:
“To contribute to the working environment of the School/Centre 
by participating in decision-making and working cooperatively 
with colleagues and respecting their contributions.”
21. Changes should also be made to the position descriptions of Heads of School:
21.1. to give them clear responsibility to promote the values of the Faculty;
21.2. to reinforce the value ‘putting students first’, by incorporating a new clause 
that
“The Head of School has a key responsibility to promote adherence 
to the Faculty value of putting students first.”
(A similar change should be made to the position description of the 
Faculty Registrar, School Administration Managers and the Head of 
Faculty support services).
21.3. to reinforce the value ‘working together cooperatively and respecting each
other’, the Heads’ position description should incorporate reference to creating
a work environment where staff work together and respect each other. The
specific proposed wording should be:
“In line with the Faculty values, the Head of School should aim 
to create a working environment where staff work together 
cooperatively and respect each other.”
Change to performance appraisal processes
22. Changes to position descriptions should be given meaning and force by changes to 
the Faculty’s performance appraisal processes. Reference to the value statements 
and their importance should thus be incorporated in the performance appraisal
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guidance used within the Faculty (known as the Performance Enhancement and 
Development Scheme (PEDS) Handbook).
23. In terms of changes affecting all staff:
23.1. The “administration” section of the PEDS Handbook should be renamed the 
“Administration and Work Environment Section” to highlight the broader, more 
collegial role contemplated by the values statement. This change should be 
supplemented by reference to the role of all staff in ensuring cooperative 
behaviour in achievement of the work unit’s goals.
23.2. A reference to the value ‘making a contribution to health, health care and 
society’ should be incorporated in the community services section of the PEDS 
Handbook, thus strengthening the legitimacy accorded to community service 
activities.
23.3. The PEDS Handbook is designed to highlight characteristics of
performance that are seen as satisfactory, very satisfactory or outstanding.
The value relating to excellence sits easily in that framework. To reinforce this
value a statement should be added to the introduction section of the PEDS
Handbook along the following lines:
“The PEDS process is conducted within the framework of the 
Faculty of Health Sciences’ policies and procedures, including 
the Faculty’s values statement. Amongst other things, the 
Faculty values statement affirms that staff of the Faculty value 
excellence in teaching, research and scholarship, and the 
PEDS process gives recognition to that.
24. Given the importance of leaders in reinforcing and transmitting values, more 
significant changes should be made to the ‘leadership section of the Handbook. 
(In addition to the general performance appraisal form used by all staff, staff in 
leadership positions, such as Heads of School or Heads of subsections of Schools 
(Departments or regional campus units), also complete a ‘Leaders form’. There is 
specific additional guidance about completion of this form in the PEDS Handbook).
25. The value ‘working together cooperatively and respecting each other1 was the one
where there was the highest level of endorsement across all values in the Faculty,
but also one where there was a significant difference between the value and its
observance. Accordingly there should be changes to the guidance in the
leadership section in the Faculty PEDS Handbook emphasise the need for
cooperative decision-making processes in Schools/Centres. The proposed
wording is as follows:
“A key component of the management function of a leader 
within the Faculty is the creation of a work environment where 
staff work together cooperatively and respect each other.”
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26. Specific reference to the values statement, and its implementation, should be 
made in the annual appraisal interview conducted each year with Heads of School 
and others in leadership positions.
Change to committee processes
27. In terms of the value a safe working and learning environment, the University and
the Faculty already have processes about occupational health and safety. These
can be reinforced by referring to this value statement in the terms of reference of
the Faculty (and University) Occupational Health and Safety Committee.
Specifically a statement should be included in the terms of reference of the
Committee, as follows:
“The Faculty Occupational Health and Safety Committee works 
within the policy and procedures of the University and the 
Faculty, including the Faculty’s values statement. Staff of the 
Faculty value a safe working and learning environment and 
accordingly the role of the Occupational Health and Safety 
Committee is an important one in the Faculty.”
Ongoing monitoring
28. Values by their nature do not change very much, but the observance of them 
might. The values questionnaire should therefore be repeated on a regular basis, 
possibly every two to three years.
29. The repeat questionnaire should be structured in a similar way to the original 
questionnaire to allow comparison between the results over time. However, the 
initial study of Faculty values identified areas where improvements could be made 
to the questionnaire:
29.1. The questions about length of time that people had worked in the 
organisation and the precise level at which they are working yielded relatively 
little information in terms of identifying differences between respondents. 
Given the possibility that those variables could be used to identify staff, the 
repeat questionnaire:
29.1.1. Should not ask staff the question about length of time in the 
organisation but
29.1.2. Should use a broad grouping (e.g. administrative versus academic staff) 
to identify staff rather than asking questions about specific levels of 
appointment.
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30. Monitoring via the values questionnaire should be supplemented by regular 
monitoring of the work environment, and specifically cooperative behaviour. A 
number of university-specific questionnaires addressing this construct have been 
developed and validated, including the University Level Environment Questionnaire 
and the Academic Work Environment Study. A questionnaire such as these should 
also be administered every two to three years
University Code of Conduct and other processes
31. The University’s code of conduct indicates clearly that “the University is committed 
to the principle that academic freedom is essential to a proper conduct of teaching, 
research and scholarship”. The general tenor of the Code of Conduct, and in 
particular the introductory statement, is one that affirms academic freedom. The 
University’s commitment to academic freedom should be highlighted in a number 
of ways:
31.1. Distributing the Code of Conduct with induction material for staff;
31.2. Referring to this principle in the Vice-Chancellor’s regular reporting to staff; 
and
31.3. Distributing the Code of Conduct (via broadcast e-mail with a suitable 
covering note) to all academic staff every two years.
32. In order to reinforce the importance of the value about intellectual freedom and 
academic integrity, the University should develop a policy on acceptance of 
industry grants, addressing contentious issues such as the right to publication etc.
33. Once developed, the policy should be widely promulgated to ensure staff are 
aware of their right to highlight to senior management situations where they felt 
their intellectual freedom or academic integrity was compromised.
34. Staff should be reminded annually of the ‘whistleblower’ policy of the University 
and that this policy can be used where it is felt that the values of the Faculty or the 
University (particularly relating to intellectual freedom and academic integrity) are 
being impinged through management or other action.
Conclusion
35. Developing the Faculty of Health Sciences’ values statement and measuring its 
observance has strengthened the management of the Faculty, in part by identifying 
a specific problem area but also, more generally, by identifying issues which might 
impact adversely on staff morale and job satisfaction.
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36. The strategies identified in this paper are designed to address these problems and, 
in the medium term, improve culture and the work environment of staff of the 
faculty.
37. Similar benefits could accrue to the University if a similar strategy of developing a 
values statement and testing observance was implemented University-wide.
38. The results of the Faculty of Health Sciences’ values survey are available in three 
forms:
• Brief reports sent to all staff;
• Slightly longer reports provided to the meeting of Heads of School and
• A full report in the form of a thesis for the Doctor of Business Administration in 
Higher Education Management (from the University of Bath) recently submitted 
by me. (A copy of the thesis has been lodged in the La Trobe University 
library). Copies of these reports can be provided on request.
S.J. Duckett 
Former Dean
Faculty of Health Sciences 
April 2006
Stephen Duckett DBA thesis/162
Bibliography
Adams, D. (1998) 'Examining the fabric of academic life: An analysis of three decades 
of research on the perceptions of Australian academics about their roles', Higher 
Education, 36 421-435.
Allen, D.K. (2003) 'Organisational climate and strategic change in higher education: 
Organisational insecurity', Higher Education, 46(61-92).
Anderson, D., Johnson, R. and Saha, L. (2002) Changes in academic work, 
http://www.dest.qov.au/hiqhered/otherpub/academic work.pdf.
Bargh, C., Bocock, J., Scott, P. and Smith, D. (2000) University leadership: The role of 
the Chief Executive. SRHE and Open University Press: Buckingham.
Becher, T. and Trowler, P.R. (2001) Academic tribes and territories. SRHE and Open 
University Press: Maidenhead.
Bellamy, S., Morley, C. and Watty, K. (2003) 'Why business academics remain in 
Australian universities despite deteriorating working conditions and reduced job 
satisfaction: an intellectual puzzle', J Higher Education Policy and Management, 
25(1) 13-28.
Blackburn, R.T. and Lawrence, J.H. (1995) Faculty at work: motivation, expectation, 
satisfaction. Johns Hopkins University Press: Baltimore.
Boyer, E.L., Altbach, P.G. and Whitelaw, J.M. (1994) The academic profession: An 
international perspective, Carnegie Foundation, New Jersey.
Brockbank, A. and McGill, I. (1998) Facilitating reflective learning in higher education. 
SRHE & Open University Press: Buckingham.
Browne, M.N., Hiers, W. and Quinn, J.K. (1995) Transcending the limited educational 
vision implied by the consumer metaphor’, J General Education, 44(4) 201-221.
Buckland, R. (2004) ‘Universities and industry: Does the Lambert Code of Governance 
meet the requirements of good governance?’ Higher Educ Quarterly, 58(4) 243- 
257.
Stephen Duckett DBA thesis/163
Butler, L. (2001) Monitoring Australia's scientific research performance: Partial 
indicators of Australia's research performance, Australian Academy of Sciences, 
Canberra.
Clark, B.R. (1983) The higher education system. Academic organization in cross­
national perspective. University of California Press: Los Angeles.
Clark, B.R. (1998) Creating entrepreneurial universities: Organizational pathways of 
transformation. Pergamon: Oxford.
Clark, B.R. (2004) Sustaining change in universities. SRHE and Open University 
Press: Maidenhead.
Coaldrake, P. and Stedman, L. (1998) On the brink: Australia's universities confronting 
their future, University of Queensland Press, Brisbane.
Collins, J.C. and Porras, J.l. (1998) Built to last: Successful habits of visionary 
companies, Century Business, London.
Davies, S. (1989) The Martin Committee and the Binary Policy of Higher Education in 
Australia, Melbourne, Ashwood House.Dill, D.D. (1999) Academic accountability 
and university adaptation: The architecture of an academic learning 
organization’, Higher Education, 38 127-154.
Dey, E.L. (1997) 'Working with low survey response rates: The efficacy of weighting 
adjustments', Research in Higher Education, 38 215-27
Dill, D.D. (1999) 'Academic accountability and university adaptation: The architecture 
of an academic learning organization', Higher Education, 38: 127-154.
Dorman, J.P. (2000) 'Validation and use of an instrument to assess university-level 
psychosocial environment in Australian universities', J Further and Higher 
Education, 24(1) 25-38.
Dua, J.K. (1994) 'Job stressors and their effects on physical health, emotional health, 
and job satisfaction in a University', J Educational Administration, 32(1) 59-78.
Duckett, S.J. (2004) Turning right at the crossroads: The Nelson Report's proposals to 
transform Australia's universities’, Higher Education, 47 211-240.
Stephen Duckett DBA thesis/164
Easterby-Smith, M. (1987) ‘Change and innovation in higher education: a role for 
corporate strategy?’, Higher Education, 16 37-52.
Eckel, P. (1998) Thinking differently about academic departments: The academic 
department as a team', New Directions for Institutional Research, 25(4) 27-38.
Ell, M. (1984) The evolution of medical record administration training in Victoria, 
Melbourne, Lincoln Institute of Health Sciences.
Elliott, G. and Crossley, M. (1997) 'Contested values in further education. Findings 
from a case study of the management of change', Educational Management and 
Administration, 25(1) 79-92.
Enders, J. and Teichler, U. (1997) 'A victim of their own success? Employment and 
working conditions of academic staff in comparative perspective', Higher 
Education, 34 347-372.
Finnegan, D.E. and Gamson, Z.F. (1996) 'Disciplinary adaptations to research culture 
in comprehensive institutions', Review of Higher Education, 19(2) 141-177.
Fjortoft, N. and Smart, J.C. (1994) 'Enhancing Organizational-Effectiveness - the 
Importance of Culture Type and Mission Agreement', Higher Education, 27(4) 
429-447.
Friedberg, M., Saffran, B., Stinson, T.J., Nelson, W. and Bennett, C.L. (1999) 
‘Evaluation of conflict of interest in economic analyses of new drugs used in 
oncology’, JAMA, 282(15 [20.10.99]) 1453-1457.
Frost, S. and Gillespie, T. (1998) 'Organizations, culture, and teams: Links towards 
genuine change', New Directions for Institutional Research, 25(4) 5-15.
Gamage, D.T. (1992) 'La Trobe and Lincoln merger: The process and outcome', J 
Educational Admin, 30(4) 73-89.
Gibbons, J.D. (1993) Nonparametric statistics: An introduction. Sage Publications Inc.: 
Newbury Park, CA.
Gibbs, G., Habeshaw, T. and Yorke, M. (2000) ‘Institutional learning and teaching 
strategies in English higher education’. Higher Education, 40 351-372.
Stephen Duckett DBA thesis/165
Giroux, H.A. (2002) 'Neoliberalism, corporate culture, and the promise of higher 
education: The university as a democratic public sphere', Harvard Educational 
Review, 72(4) 425-463.
Gorard, S. (2001) Quantitative methods in management research. Sage: Newbury 
Park, CA.
Green, V.H.H. (1969) The universities. Penguin Books Ltd.: Harmondsworth.
Gregory, J.S. (1989) 'Qui cherche, trouve: an overview of the first twenty-five years'. In: 
Breen, W.J. (Ed) Building La Trobe University: Reflections on the first 25 years 
1964-1989, La Trobe University Press, Melbourne, pp. 3-20.
Gummesson, E. (1991) Qualitative methods in management research. Sage: Newbury 
Park, CA.
Halsey, A.H. (1992) Decline of donnish dominion: The British academic professions in 
the twentieth century. Oxford University Press: Oxford.
Harman, G. (2002) ‘Academic leaders or corporate managers: Deans and Heads in 
Australian higher education, 1977 to 1997', Higher Educ Management & Policy, 
14(2) 53-71.
Hartwig, F., and Dearing, B.E. (1979) Exploratory data analysis, Sage Publications, 
Beverly Hills.
Heineman, K.J. (2001) Put your bodies upon the wheels: Student revolt in the 1960s, 
Ivan R. Dee, Chicago.
Henry, M. (1971) La Trobe: A study of the idea of a university Sociology, La Trobe, 
Bundoora.
Hersh, S.M. (1968) Chemical and biological warfare: America's hidden arsena,. Bobbs 
Merrill, Indiannapolis.
Highhouse, S., Hoffman, J.R., Greve, E.M. and Collins, A.E. (2002) 'Persuasive impact 
of organizational value statements in a recruitment context', J Applied Social 
Psychology, 32(8) 1737-1755.
Stephen Duckett DBA thesis/166
Hofstede, G. (2001) Cultures consequences: Company values, behaviours, institutions 
and organizations across nations, Sage, Thousand Oaks, California.
Hofstede, G., Neuijen, B., Ohayv, D.D. and Sanders, G. (1990) 'Measuring 
organizational cultures: A qualitative and quantitative study across twenty cases', 
Administrative Science Quarterly, 35 286-316.
Johnsrud, L.K. (1996) Maintaining morale: A guide to assessing the morale of midlevel 
administrators and faculty, College and University Personnel Association, 
Washington.
Johnsrud, L.K. (2002) 'Measuring the quality of faculty and administrative worklife: 
Implications for college and university campuses', Research in Higher Education, 
43(3) 379-395.
Johnsrud, L.K. and Heck, R.H. (1998) 'Faculty worklife: Establishing benchmarks 
across groups', Research in Higher Education, 39(5) 539-555.
Johnsrud, L.K. and Rosser, V.J. (1999) 'College and university midlevel administrators: 
Explaining and improving their morale', The Review of Higher Education, 22(2) 
121-141.
Johnsrud, L.K., Heck, R.H. and Rosser, V.J. (2000) 'Morale matters: Midlevel 
administrators and their intent to leave', J Higher Education, 71(1) 34-59.
Kabanoff, B. and Holt, J. (1996) 'Changes in the espoused values of Australian 
organizations 1986-1990', J Organizational Behaviour, 17 201-219.
Kekale, J. (1999) ‘"Preferred' patterns of academic leadership in different disciplinary 
(sub)cultures', Higher Education, 37 217-238.
Kekale, J. (2000) 'Quality assessment in diverse disciplinary settings', Higher 
Education, 40: 465-488.
Kekale, J. (2002) 'Conceptions of quality in four different disciplines', Tertiary 
Education and Management, 8: 65-80.
Kernaghan, K. (2003) 'Integrating values into public service: The Values Statement as 
centrepiece', Public Administration Review, 63(6) 711-719.
Stephen Duckett DBA thesis/167
Knight, P.T. and Trowler, P.R. (2000) 'Department-level cultures and the improvement 
of learning and teaching', Studies in Higher Education, 25(1) 69-83.
Knight, P.T. and Trowler, P.R. (2001) Leadership theory, leadership practice. In: 
Departmental leadership in higher education, Society for Research into Higher 
Education and Open University Press, London.
Lacy, F.J. and Sheehan, B.A. (1997) 'Job satisfaction among academic staff: An 
international perspective', Higher Education, 34 305-322.
Ladd, E.C. (1997) ‘American university teachers and opposition to the Vietnam War’, 
Minerva, 8 542-556.
Lambert, R. (2003) Lambert Review of Business-University Collaboration, HM 
Treasury, London.
Lapworth, S. (2004) ‘Arresting decline in shared governance: Towards a flexible model 
for academic participation’, Higher Educ Quarterly, 58(4) 299-314.
Lencioni, P.M. (2002) 'Make your values mean something [Tool Kit]', Harvard Business 
Review, 113-117.
Lexchin, J., Bero, L.A., Djulbergovic, B. and Clark, O. (2003) ‘Pharmaceutical industry 
sponsorship and research outcome and quality: Systematic review’, BMJ, 326(31 
May) 1167-1177.
Lueddeke, G.R. (2003) 'Professionalising teaching practice in higher education: a 
study of disciplinary variation and 'teaching-scholarship", Studies in Higher 
Education, 28: 213-228.
Mahony, D. (1996) 'Academics in an era of structural change: Australia and Britain', 
Higher Education Review, 28(3) 33-59.
Manning, K. (2000) Ritual, ceremonies, and cultural meaning in higher education, 
Bergin & Garvey, Westport, Conn.
Mannion, R., Davies, H.T.O. and Marshall, M.N. (2005) Cultures for performance in 
health care. Open University Press: Maidenhead.
Stephen Duckett DBA thesis/168
Marginson, S. and Considine, M. (2000) The enterprise university. Power; governance 
and reinvention in Australia, Cambridge University Press, Cambridge, UK.
Marshall, A.N. (1979) La Trobe University: The vision and the reality, MEd Thesis, La 
Trobe University.
Marshall, A.N. (1981) 'La Trobe University: The vision and the reality', Melbourne 
Studies in Education, 1-41.
Mclnnes, C. (1999) The work roles of academics in Australian universities. Report: 
Higher Education Division, DEETYA, Canberra.
McKinney, K., Saxe, D. and Cobb, L. (1998) 'Are we really doing all we can for our 
undergraduates? Professional socizlization via out-of-class experiences', 
Teaching Sociology, 26: 1-13.
McNay, I. (1995) 'From the collegial academy to corporate enterprise: The changing 
culture of universities'. In: Schuller, J. (Ed) The Changing University, Society for 
Research in Higher Education and Open University Press, Buckingham.
McNiff, J. and Whitehead, J. (2002) Action research: principles and practice. 
Routledge Falmer: London.
Newton, R.R. and Rudestam, K.E. (1999) Your statistical consultant: Answers to your 
data analysis questions. Sage Publications Inc: Thousand Oaks, CA.
Middlehurst, R. (2004) ‘Changing internal governance: A discussion of leadership roles 
and management structures in UK universities’, Higher Educ Quarterly, 58(4) 
258-279.
Morley, C. and J. Priest (2001) ‘Developing a professional Doctorate in Business 
Administration: reflection and the 'executive scholar1 ‘. In Green, B. Maxwell, T. 
W. and Shanahan, P. (Eds) Doctoral education and professional practice: the 
next generation? Kardoorair Press, Armidale, N.S.W., pp. 163-186.
Mouritsen, M.E. (1986) 'The university mission statement: A tool for the University 
curriculum, institutional effectiveness and change'. In: Hoverland, H., Mclnturff, 
P. and Rohm, C.E.T. (Eds) Crisis management in higher education: New 
directions for higher education, No. 55 Jossey-Bass, San Francisco, pp. 45-52.
Stephen Duckett DBA thesis/169
Mullen, C.A. and Kaminsky, J.S. (2000) 'Practitioner knowledge as education 
leadership', Int J Leadership in Educ, 3 179-181.
Neumann, P.J., Sandberg, E.A., Bell, C.M., Stone, P.W. and Chapman, R.H. (2000) 
‘Are pharmaceuticals cost-effective? A review of the evidence’, Health Affairs, 
19(2) 92-109.
Neumann, R. (2001) 'Disciplinary differences and university teaching', Studies in 
Higher Education, 26(2): 135-146.
Neumann, R. (2005) ‘Doctoral differences: Professional doctorates and PhDs 
compared’ J Higher Education Policy and Management, 27(2): 173-188.
Newton, J. (2003) ‘Implementing an Institution-wide Learning and Teaching Strategy: 
lessens in managing change’, Studies in Higher Education, 28(4) 427-441.
Oshagbemi, T. (1996) 'Job satisfaction of UK academics', Educational Management 
and Administration, 24(4) 389-400.
Ouchi, W.G. (1980) 'Markets, bureaucracies and clans', Admin Sci Quarterly, 25: 129- 
145.
Ouchi, W.G. and Wilkins, A.L. (1985) 'Organizational culture', Ann Rev Sociol, 11 457- 
483.
Patterson, G. (2001) 'The applicability of institutional goals to the university 
organisation', J Higher Education Policy and Management, 23(2) 159-169.
Radford, D.J. (1993) Greycoats or white coats? The emergence of clinical prosthetists 
in Australia, Master of Health Science Thesis, La Trobe University.
Ramsden, P. (1994) 'Describing and explaining research productivity', Higher 
Education, 28 207-226.
Ramsden, P. (1998) Learning to lead in higher education. Routledge Farmer: London.
Ramsden, P. (2003) Learning to teach in higher education. RoutledgeFalmer: London.
Regan-Smith, M.G. (1994) 'Graduate school as a professional development 
experience', J Staff Development, 15: 54-57.
Stephen Duckett DBA thesis/170
Runciman, W.G. (1972). Relative Deprivation and Social Justice: A study of attitudes 
to social inequality in Twentieth-Century England. Harmondsworth, Middlesex, 
Penguin.
Sarros, J. C., R. J. Willis, et al. (2005) ‘DBA examination procedures and protocols’ J 
Higher Education Policy and Management 27(2): 151-172.
Schein, E.H. (1992) Organizational culture and leadership, Jossey Bass, San 
Francisco.
Schein, E.H. (1996) 'Culture: The missing concept in organization studies', 
Administrative Science Quarterly, 41 229-240.
Schon, D. (1983) The reflective practitioner. Basic Books: New York.
Shattock, M. (2004) The Lambert Code: Can we define best practice?’ Higher Educ 
Quarterly, 58(4) 229-242.
Shaw, K.A. and Lee, K.E. (1997) 'Effecting change at Syracuse University: The 
importance of values, mission, and vision', Metropolitan Universities, 7(4) 23-30.
Siegel, S. (1956) Nonparametric statistics for behavioral sciences, McGraw-Hill 
Kogakusha Ltd, Tokyo.
Silver, H. (2003) 'Does a university have a culture?' Studies in Higher Education, 28(2) 
157-169.
Smart, J.C. and St. John, E.P. (1996) 'Organizational culture and effectiveness in 
higher education: A test of the "culture type" and "strong culture" hypotheses', 
Educational Evaluation and Policy Analysis, 18(3) 219-241.
Smart, J.C., Kuh, G.D. and Tierney, W.G. (1997) 'The roles of institutional cultures and 
decision approaches in promoting organizational effectiveness in two-year 
colleges', J Higher Educ, 68: 256-281.
Snow, C.P. (1964) The two cultures, and a second look: an expanded version of the 
two cultures and the scientific revolution, Cambridge University Press, 
Cambridge.
Stephen Duckett DBA thesis/171
Sporn, B. (1996) 'Managing university culture: An analysis of the relationship between 
institutional culture and management approaches', Higher Education, 32(1) 41- 
61.
Stouffer, S.A., E.E. Suchman, et al. (1949). The American Soldier: Adjustment during 
Army life. Princeton University Press, Princeton.
Taylor, T., Gough, J., Bundrock, V. and Winter, R. (1998) 'A bleak outlook: academic 
staff perceptions of changes in core activities in Australian higher education, 
1991-96', Studies in Higher Education, 23(3) 255-268.
Thomas, J. and Willcoxson, L. (1998). Developing teaching and changing 
organisational culture through grass-roots leadership. Higher Education, 36, 471- 
485.
Tilley, A.G. (1998) ‘University governance and policy-making’, J Higher Educ Policy 
and Management, 20(1) 5-11.
Valimaa, J. (1998) 'Culture and identity in higher education research', Higher 
Education, 36 119-138.
Volkwein, J.F. and Zhou, Y. (2003) 'Testing a model of administrative job satisfaction', 
Research in Higher Education, 44(2) 149-171.
Volkwein, J.F., Malik, S.M. and Napierski-Prancl, M. (1998) 'Administrative satisfaction 
and the regulatory climate at public universities', Research in Higher Education, 
39(1)43-63.
Wallace, J., Hunt, J. and Richards, C. (1999) 'The relationship between organisational 
culture, organisational climate and managerial values', International Journal of 
Public Sector Management, 12(7) 548-564.
Weingartner, R.H. (1999) The moral dimensions of academic administration. Rowman 
& Littlefield: Lanham, MD.
Whyte, W.F., Greenwood, D.J. and Lazes, P. (1991) Participatory action research: 
through practice to science in social research. In: Participatory action research, 
W. F. Whyte ed. Sage: Newbury Park, CA
Stephen Duckett DBA thesis/172
Whitchurch, C. (2004) ‘Administrative managers - A critical link’, Higher Educ 
Quarterly, 58(4) 280-298.
Winter, R., Taylor, T. and Sarros, J. (2000) Trouble at Mill: quality of academic worklife 
issues within a comprehensive Australian university', Studies in Higher 
Education, 25(3) 279-294.
Wolverton, M., Gmelch, W.H., Wolverton, M.L. and Sarros, J.C. (1999) 'Stress in 
academic leadership: U.S. and Australian Department Chairs/Heads', The 
Review of Higher Education, 22(2) 165-185.
Wolverton, M., Wolverton, M.L. and Gmelch, W.H. (1999) 'The impact of role conflict 
and ambiguity on academic deans', J Higher Education, 70(1) 80-106.
Yeatman, A. (1996) 'The roles of scientific and non-scientific types of knowledge in the 
improvement of practice', Aust J Education, 40 284-301.
Yielder, J. and Codling, A. (2004) ‘Management and leadership in the contemporary 
university’, J Higher Educ Policy and Management, 26(3), 315-328.
York, B. (1984) 'Sources of student discontent -  La Trobe University 1967-1972', 
Vestes, 27(1)21-31.
Zeithaml, V.A., Parasuraman, A. and Berry, L.L. (1990) Delivering quality service: 
balancing customer perceptions and expectations Free Press: New York, New 
York
Stephen Duckett DBA thesis/173
Supplementary 
papers
Paper 1: Duckett, S.J. (2004) Turning right at the crossroads: The Nelson Report's 
proposals to transform Australia's universities’, Higher Education 47: 211-240.
Paper 2: Duckett, S. J. (2005). ‘Health workforce design in the 21st century’ Australian 
Health Review 29: 201-210.
Stephen Duckett DBA thesis/174
Higher Education 47: 211-240,2004.
™  © 2004 Kluwer Academic Publishers. Printed in the Netherlands.
211
Turning right at the crossroads: The Nelson Report’s proposals to 
transform Australia’s universities
S.J. DUCKETT
Faculty o f Health Sciences, La Trobe University, Victoria, 3086, Australia 
(E-mail: s.duckett@latrobe.edu.au)
A bstrac t During 2002, the Australian Education Minister conducted a year-long review of 
tertiary education under the title Higher Education at the Crossroads. The policy statement 
arising from that review was released on 13 May 2003. It incorporates a combination of new 
financial incentives on students and universities, potential expansion of full-fee places, and 
increased intrusion into university priority setting.
The policy statement promised a $A1.5b expansion in funding over four years, with more 
fully-funded university places, and an emphasis on improving the quality of teaching and 
learning.
The strategy is market-driven and could create a ‘fee-culture’ in Australian universities. 
Implementation of the new policy is not assured as it has to pass a hostile Senate. The imple­
mentation process also carries risks for government and universities. This paper describes the 
government’s proposals and analyses their premises and effects.
Keywords: Australia, autonomy, equity, government policy, marketisation, universities
On Budget night 13 May 2003, the Australian Commonwealth government 
released its long awaited policy statement on the future of tertiary education 
entitled Our Universities: Backing Australia's Future (Nelson Report). If 
implemented, the policy proposals presage a transformation of the Australian 
university sector through a mix of financial incentives, increased fees for 
students, new opportunities to bid for project funds, and expanded regulatory 
intervention. These changes could lead to the most significant reshaping of 
the policy framework for Australian universities since the abolition of the 
binary divide some 15 years previously. This paper describes the context and 
content of the Nelson proposals and analyses their impact on the Australian 
university sector.
The first universities in Australia were established in colonial times by 
State legislatures and State legislation is still the predominant mechanism 
for establishing universities. Of Australia’s 39 universities, 35 are established 
as State or Territory institutions, one (the Australian National University) 
by Commonwealth legislation and there are two private universities. The 
publicly funded multistate university (the Australian Catholic University) is 
also established by state (New South Wales) legislation.
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The Australian university sector has evolved significantly over the last 
few decades. Although universities were initially funded by State grants and 
student fees, the late 1950s saw the development of Commonwealth interest 
in tertiary education and a rapid increase in Commonwealth funding and 
a commensurate decline in State government funding. The Whitlam Labor 
government abolished student fees in the early 1970s but a student contri­
bution was subsequently re-introduced by the Hawke Labor government in 
1989 through an income contingent loan scheme, known as the Higher Educa­
tion Contribution Scheme, HECS (Sharpham 1997; Coaldrake and Stedman 
1998; Marginson and Considine 2000; Long 2002). As originally introduced, 
students incurred a flat rate HECS liability for each year of study; the debt 
was indexed by the Consumer Price Index (CPI) and repaid via the income 
tax system when taxable income exceeded a threshold amount. Students were 
able to pay HECS upfront with a 25% discount.
Commonwealth funding to universities is now through a block grant with a 
relatively weak relationship between the number and type of students enrolled 
and the grant. Payments from the HECS scheme to universities are used to 
offset the block grant payment and are perceived as part of the block grant 
rather than a contribution by the university’s students.
The Liberal/National Party Coalition (conservative) government elected 
in 1996 has initiated radical change in a number of portfolio areas. Tertiary 
education has not escaped unscathed from this policy attention as the Coali­
tion moved swiftly to change the status quo. The first Coalition foray into 
policy change in tertiary education was in their first budget, including a 
substantial budget cut and slower indexation of Commonwealth funding. 
Indexation of grants was to be in line with the growth in the ‘Safety Net 
Adjustment’ for award wages, well below CPI and the cost growth faced 
by universities. The effect of the changed indexation was estimated to be 
equivalent to a 12-15% reduction in real terms over the period 1997-1999 
(Marginson 1997). In addition, HECS contributions were increased by an 
average of 70% (Chapman and Salvage 1997) and restructured into three 
discipline-related bands. Subject placement in the bands reflected both the 
cost of the courses (medicine and agriculture in the highest band; human­
ities and business in the lowest band) and the perceived balance of private 
vs. social returns from tertiary education: despite their relative costliness, 
law was placed in the highest band and nursing was placed in the lowest 
band (Chapman and Salvage 1997). Universities were given an incentive to 
expand enrolments through introduction of ‘marginally funded places’. Under 
this scheme, the Commonwealth government funds universities at the lowest 
HECS band rate (discounted by 25%) for each student they enroll over their 
target. Universities were also given the ability to offer places to domestic
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students on a full-fee basis, with the number of full-fee places capped at 25% 
of the enrolment in any course.
Senator Amanda Vanstone, the first Coalition Education Minister, initiated 
further consideration of higher education issues in January 1997 with the 
appointment of a committee to review the higher education sector, headed 
by a former private school headmaster, Rod West. The Committee reported 
to the second Education Minister, Dr David Kemp, in April 1998. The West 
Report, as it became known, proposed far reaching reforms of the sector 
including proposals for a voucher-based system for higher education (Review 
of Higher Education Financing and Policy 1998). It recognised that such a 
radical development would not be feasible in the short term and proposed a 
staged process for reform in both teaching and learning, and in research.
The West Report’s teaching and learning proposals were structured in four 
stages:
• stage 1; continue to fund universities on negotiated budgets but allow 
institutions to set fees, provide expanded support for private providers 
and strengthen consumer protection arrangements. Income contingent 
loans would be introduced for full-fee students and for any top-up fees 
charged by universities for publicly funded students;
•  stage 2; government funding adjusted with enrolment changes;
•  stage 3; a voucher system used for higher education for universities;
•  stage 4; lifelong learning entitlement introduced.
With respect to research, a two-stage process was advanced, the first stage 
being to allocate research places in line with university performance in 
research and the second stage to introduce a nationwide listing of students in 
order of merit and allocating research places on the basis of student choice. 
The West Report made little immediate impact on public discourse and prima 
facie disappeared without trace. In reality it garnered some support within 
government and a radical proposal to introduce transferable vouchers for 
tertiary education (stage 3 of the West Report’s Teaching and Learning plan) 
was the centrepiece of a leaked Cabinet submission in 1999. This proposal 
was derailed by vociferous public opposition and disavowed by the Prime 
Minister.
Dr Kemp however, had some success with sector reform. In 1999 he 
released a discussion paper on research policy followed later that year by 
a White Paper, Knowledge and Innovation. The Research White Paper imple­
mented a scheme along the lines of the first stage of the West Report’s 
research proposals. A university’s share of the nationally available research 
degree places was allocated (and reallocated) on the basis of the university’s 
performance on a relative research performance index involving research 
degree completions (50%), research income (40%), and weighted public­
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ations (10%). A parallel Institutional Grants Scheme was introduced, also 
allocated on the basis of relative performance (but a slightly different index), 
replacing a small grants scheme and providing funds for institutional research 
support including grants and scholarships (Wood and Meek 2002).
A new Minister for Education, Science and Training, Dr Brendan Nelson, 
was appointed following the Coalition’s election victory in 2002. Nelson, a 
former President of the Australian Medical Association, is articulate, ambi­
tious, dynamic and media hungry. His approach to reforming the sector was 
markedly different from his predecessors. Rather than developing a secret 
Cabinet submission, the change process Nelson initiated was consultative, 
under the broad title, ‘Higher Education at the Crossroads’.
Crossroads process
Foreshadowed in January 2002, Minister Nelson announced the details of a 
broad ranging higher education review in April 2002. An overview paper and 
six issues papers covering many aspects of tertiary education were released 
over a four-month period (see Table 1). Over 700 submissions were received 
and released on the departmental website: including 355 in response to 
the initial review paper and 373 in response to issues papers. Almost 50 
consultative fora were held including a two-day final consultative forum 
attended by Minister Nelson.
The issues papers included presentation of data; issues as identified either 
by the departmental authors or in submissions made in response to the Over­
view paper; judiciously selected quotes from submissions; and options or 
issues for discussion. A 22 member Reference Group chaired by the Minister 
and involving seven Vice-Chancellors together with people from outside the 
sector was established, and a secretariat in the Department created to manage 
the review process. A staff member from the Australian Vice-Chancellors ’ 
Committee (AVCC) was seconded to head the secretariat for the consulta­
tion process. The consultation generated extensive discussion in the higher 
education and mainstream media, and even refereed journals (Karmel 2003). 
Although the sector was probably suffering from review fatigue (Wood and 
Meek 2002), the consultation process was well received as Nelson had indi­
cated that he was prepared to consider a wide range of options for the future 
of the sector.
The AVCC faced a number of challenges with the Crossroads review. 
Factions within the AVCC had formalised over the previous five years and 
the AVCC appeared divided on a number of key policy issues. The oldest 
and most research-intensive universities, known as the ‘Group of 8’, were the 
first to coalesce and had threatened to leave the AVCC in the late 1990s. Other
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Table 1. Consultation papers released as part of the Crossroads Review
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Title of paper Key issues
Higher Education at the Crossroads: •
An Overview Paper Released 26 •
April 2002; 90 pages
Striving for Quality: Learning, 
Teaching and Scholarship Released 
21 June 2002; 68 pages
Setting Firm Foundations: Finan­
cing Australian Higher Education 
Released 25 July 2002; 69 pages
Varieties of Excellence: Diversity, 
Specialisation and Regional Engage­
ment Released 31 July 2002;
81 pages
Achieving Equitable and Appro­
priate Outcomes: Indigenous 
Australians in Higher Education 
Released 6 August 2002; 38 pages
Meeting the Challenges: the 
Governance and Management 
of Universities Released 14 August 
2002; 59 pages
Varieties of Learning: the Inter­
face between Higher Education and 
Vocational Education and Training 
Released 19 August 2002; 40 pages
Context of tertiary education 
Experiences and outcomes of tertiary educa­
tion; access; community engagement; institu­
tional specialisation; efficiency; governance 
and industrial relations; revenue and funding; 
and ‘red tape’
Changing patterns of enrolments 
Graduate outcomes
Assessing quality of teaching and learning 
Valuing and rewarding teaching
Contemporary funding arrangements 
Financial performance of Australian univer­
sities
Funding models
Rationale for diversity in system 
Homogeneity of current system 
Facilitating diversity and specialisation
Contemporary support arrangements 
Educational outcomes 
Assessment of level of disadvantage
Legal and accountability frameworks 
University governing bodies 
University management 
Industrial relations
Nature of interface between universities and 
Vocational Education and Training 
Credit transfer
factions (such as the Australian Technology Network consisting of the large 
universities of technology) formed in response. The different factions had 
different interests. The Group of 8 was the most vociferous, publicly advoc­
ating a model for undergraduate education that involved fee deregulation, a 
significant reliance on private fees, and concentration of research funding
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in their own ranks. The Group of 8 itself was somewhat divided as some 
of its prominent members, notably Professor Alan Gilbert, Vice-Chancellor 
of the University of Melbourne, advocated funding arrangements to support 
a single “world class university” in Australia. Other factions of the AVCC 
pursued different agendas, some publicly opposing the Group of 8 initiatives. 
The AVCC however, was able to develop a unified position to put to the 
Crossroads Review and that consensus appeared to hold during the course of 
the review. The AVCC submission advanced a compromise financing model 
which had the following elements:
• each university would have a student load target with funding based on 
its discipline profile;
• there should be an immediate increase in funding to improve quality and 
thereafter funding would be indexed;
• there should be additional student places funded to keep pace with 
demand;
• HECS/student contributions should be able to be varied by universities 
within government determined limits;
•  there should be additional targeted funding to increase access for 
disadvantaged groups;
•  there should be a review of the current research funding arrangements;
•  the HECS repayment threshold should be increased to $35,000;
•  a range of additional incentives or grant programs including support for 
universities’ regional engagement; diversity specialisation and promo­
tion of privately funded activities.
The consultation period for the Crossroads process ended in mid September 
2002 and although there was speculation about the content of the Minister’s 
recommendations to Cabinet and occasional leaks, universities generally 
were optimistic about the outcomes of the whole process.
The new policy
The government proposals include over 50 recommendations, ranging from 
some with almost trivial expenditure consequences to significant commit­
ments of public funding and significant change to the modus operandi of 
Australia’s university sector. The government estimates the total cost of the 
package at $ A 1.5b over four years, with a full-year cost after the phase- 
in period of $A660m p. a. (the government estimate of the four-year cost 
is contested, in part because of lack of clarity about phasing-in arrange­
ments, see Kniest 2003). The general thrust of the recommendations is to 
provide more funding for universities, an emphasis on diversity within the
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sector, accompanied by a significant increase in control and intervention into 
university activities.
I have grouped the recommendations in the government proposals into 
four areas: teaching and learning; research; expenditure and costs; and univer­
sity and government processes. The Appendix lists the proposals organised 
into these four areas designated TL, R, E and P respectively. In line with 
Australian budget processes, the cost over the period of the four-year Forward 
Estimates (2003-07) is shown, as is the cost in the last year of the Forward 
Estimates (2006-07) in order to estimate the ongoing impact of the proposal 
after phasing-in effects (the government’s policy release reports some of the 
expenditure in calendar years rather than the financial year data included in 
the Portfolio Budget Statements. These two data sources cannot be recon­
ciled). The budget papers group a number of proposals together and so some 
proposals cannot be separately costed.
Teaching and learning
The centrepiece of the Nelson Report is a series of proposals that focus 
on teaching and learning initiatives in universities. These proposals are 
comprehensive, covering access initiatives (including the number of places 
available, the discipline mix, and equity arrangements), initiatives designed 
to improve the quality of teaching and learning, and strategies to enhance 
internationalisation.
Implementation of the new access initiatives is via a new funding rela­
tionship between the Commonwealth government (through the Department 
of Education, Science and Training) and the universities (this proposal is 
referred to as TL/1 in the Appendix). The funding agreement will be nego­
tiated with each university and will specify the number and mix of places to 
be provided. The university’s funding will be explicitly based on a Common­
wealth discipline-specific grant per student and a student contribution. This 
new approach will replace the university block grant arrangements that 
have not explicitly distinguished the Commonwealth and student contribu­
tions. Universities will be required to enroll students within a narrow band 
around the negotiated target (TL/2, TL/18) with penalties both for ‘constant’ 
under-enrolment of more than 1% (loss of places) and for over-enrolments 
(+2% allowed; cost penalties set at the university’s highest level of student 
contribution).
The funding agreement will specify the discipline mix as well as the total 
number of students to be enrolled. The existing university block grants will 
be reviewed to take account of discipline-mix changes since the last re-basing 
of the block grants that took place in 1991 (the 1991 re-basing used a set of 
discipline weights known as the Relative Funding Model, see Department
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of Employment Education and Training 1993). A transition fund has been 
established to assist universities that lose funding under the new arrangements 
(P/2).
Significant reduction in funding had occurred over the years prior to the 
Crossroads review (Marginson 2002). In the lead-up to the review, there 
were many calls for increased funding for universities from a wide variety 
of commentators including the AVCC, media magnate Rupert Murdoch, and 
Reserve (Central) Bank governor Macfarlane. The quantum increase desired 
varied, but the minimum claim was to offset the previous funding reduc­
tions. The response in the Nelson Report was to provide universities with 
the opportunity to increase revenue from students. In line with one of the 
AVCC recommendations, the student contribution will be able to be deter­
mined by each university, rather than centrally specified (TL/9). University 
autonomy is not total in that the Nelson Report proposes a cap on the student 
contribution at 30% above the projected HECS rate for 2005 (the scheduled 
implementation date for this component of the new arrangements). Two disci­
plines identified as “national priorities”, nursing and education, have the cap 
on student contributions maintained at the projected HECS level (TL/10). 
Universities can waive the student contribution.
Table 2 shows data on the Commonwealth grant and potential student 
contributions within each identified band. Assuming universities set the 
student contribution at the pre-existing levels, the proposals effect a marginal 
reduction in the total revenue relativity for business, law and humanities 
courses against the 1990/91 relativities, and a significant increase in relativ­
ities for the national priority areas of nursing and education, with all other 
relativities unchanged. At the projected HECS level, the student contribution 
as a proportion of total revenue varies from 81% for law to 25% for agricul­
ture. At the maximum level of student contribution the student contribution is 
85% of total revenue for law and 74% for accounting etc. Because the student 
contributions are based on the first round of Coalition changes to the HECS 
arrangements, they incorporate the same mix of policy considerations: cost 
of courses and perceived private returns to education.
Surety of provision and access is provided by conversion of 25,000 
marginally funded places, established by universities partly in response to 
the incentives incorporated in the 1996 Coalition education policy, to fully 
funded places (TL/3). The conversion will provide a stronger incentive on 
universities to maintain this level of provision.
The Nelson Report proposes a marginal increase in the number of fully 
funded places from 2007 (TL/4) and expansion of places in private higher 
education institutions, targeted to areas of national priority and to meet 
labour needs (TL/7). There are also specific proposals to expand places in
Table 2. Government and student course contributions under Nelson proposals








































HECS) as a 
% of total 
revenue
1 Law $1,509 1.0 $6,427 $8,355 $7,936 $9,864 -2% 81%
2 Accounting, administration, economics, 
commerce
$2,481 1.0 $5,490 $7,137 $7,971 $9,618 -1% 69%
3 Humanities $4,180 1.0 $3,854 $5,010 $8,034 $9,190 -1% 48%
4 Mathematics, statistics $4,937 1.3 $5,490 $7,137 $10,427 $12,074 -1% 53%
5 Behavioural Science, social studies $6,636 1.3 $3,854 $5,010 $10,490 $11,646 0% 37%
6 Computing, built environment, health $7,392 1.6 $5,490 $7,137 $12,882 $14,529 0% 43%
7 Foreign language, visual and performing 
arts
$9,091 1.6 $3,854 $5,010 $12,945 $14,101 0% 30%
8
(U lo
Engineering, science, surveying $12,303 2.2 $5,490 $7,137 $17,793 $19,444 0% 31%
9 Dentisty, medicine, vetinerary sciences $15,422 2.7 $6,427 $8,355 $21,849 $23,777 0% 29%
10 Agriculture $16,394 2.7 $5,490 $7,137 $21,884 $23,531 0% 25%
National
priority
Education $7,278 1.3 $3,854 $3,854 $11,132 $11,132 6% 35%
National
priority
Nursing $9,733 1.6 $3,854 $3,854 $13,587 $13,587 5% 28%
Postgraduate nursing (coursework) $9,733 1.8 $3,854 $3,854 $13,587 $13,587 -7% 28%
Postgraduate education (coursework) $9,734 1.8 $3,854 $3,854 $13,588 $13,588 -7% 28%











the national priority areas of nursing and teaching (TL/14) and in medicine 
(TL/15).
Further expansion of access could potentially occur through an increase 
in the cap on full-fee places from 25% to 50% of each course (TL/8) and 
providing income contingent loans for full-fee students (TL/6). The income 
contingent loans are capped at $50,000 per student, and unlike the income 
contingent loans for government-funded students that are indexed by CPI, 
the full-fee loans (known as FEE-HELP; HELP stands for Higher Education 
Loan Program) will be indexed at the CPI plus 3.5%.
There are a number of proposals to enhance equity, the largest of 
which focuses on geographic equity through a four-tier system of addi­
tional payments for regional campuses (TL/17). The payments are made as a 
loading to universities on payments under the Commonwealth Grant Scheme.
The largest loading is paid to campuses in the Northern Territory (30%). 
For other regional campuses, a 2.5% loading is paid for each of the following: 
campuses defined as non-metropolitan; campuses more than 300 km from 
a mainland capital city; total university enrolment less than 10,000 Equiva­
lent Full-Time Student Units (EFTSU). A maximum loading of 7.5% is thus 
payable for campuses outside the Northern Territory.
The basis for the regional loading may be that regional campuses face 
lower demand and, given the interaction between regional access and socio­
economic status (James 2001), regional campuses would be less able to 
charge the additional student contributions without severe impacts on access 
and equity. Further protection for regional universities is provided through 
the penalty for over-enrolments (TL/18). This is designed to ensure that the 
more prestigious universities in capital cities are not able to use economies of 
scale to attract students at the expense of regional campuses.
There are a few initiatives to assist Indigenous participation in higher 
education (TL/19-21) and to reward and support Indigenous staff in higher 
education (TL/22). There are a number of smaller initiatives for other equity 
groups including scholarships for the student contribution (TL/26) and for 
accommodation for students from regional areas (TL/27).
A major equity initiative is an increase in threshold income for payment 
of HECS which means that students with lower incomes post graduation will 
not be encumbered by HECS repayments in their early post graduate years 
(TL/25).
A key emphasis of the Report is on improving the quality of teaching 
and learning. Initiatives in this area include the establishment of a teaching 
and learning performance fund (TL/30). When fully operational the fund will 
allocate $84m per annum to universities on the basis of their teaching and 
learning performance.
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Universities face a hurdle requirement to access the fund: they must 
have a teaching and learning plan/strategy. University processes must 
support teaching performance as a criterion in probation and promotion; 
provide for staff development relating to teaching; and include systematic 
student evaluation of teaching in probation and promotion decisions. In the 
second stage, funds will be allocated on the basis of yet to be negotiated 
teaching and learning performance indicators, including student progress 
and graduate employment outcomes. Other teaching and learning initiatives 
include expanding awards and recognition for the best university teachers, 
and establishing a National Institute for Learning and Teaching in Higher 
Education that would also fund small grants (TL/28). The audit program of 
the Australian Universities Quality Agency will expand to allow it to conduct 
audits of Australian university programs in overseas countries on a whole 
of country basis rather than the university-by-university approach currently 
pursued (TL/31). Support for outcome measures of universities such as the 
Graduate Skills Assessment Test will be increased (TL/32).
Finally, with respect to access, there are three small initiatives relating 
to promoting internationalisation of education including a loan program 
for students to study abroad known as OS-HELP and a program to attract 
overseas students to study in Australia (TL/33-35).
Research
As indicated above, the main thrust of the Nelson proposals relate to teaching 
and learning. There was no separate discussion paper issued on research, 
despite the Group of 8 arguments about establishing a world class university 
and a submission from the Australian Research Council. Issues of research 
funding have effectively been deferred through an announcement in the 
Nelson Report that there will be a review of the current research infra­
structure funding arrangements (R/3). The Nelson Report includes only a 
handful of other research initiatives, the most important of which provide for 
the amalgamation of the Australian Institute of Marine Science and James 
Cook University (R/l), both based in Townsville, which may foreshadow 
a more general policy direction of affiliation of Commonwealth funded 
research institutes with nearby universities. A review of collaborative links 
between Commonwealth funded research organisations and universities was 
also announced (R/4). Another initiative, which does not involve any addi­
tional allocated funding, was approval for the Australian Research Council 
to fund some Chief Investigator salaries of funded research grants (R/2). 
This may also foreshadow a move towards a more American style research 
funding arrangements where research grants typically involve the researcher’s 
salary.
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Other research initiatives include establishing new international centres 
of excellence (R/5) and a marginal expansion in scholarships for research 
degrees (R/6).
Expenditure/costs
The Nelson proposals include a number of initiatives relating to institutional 
or system efficiency and control of expenditure. The most important of the 
long-term initiatives is the introduction of a five-year learning entitlement, 
proposed as Stage 4 of the West Report’s proposal on teaching and learning. 
Effectively, all Australians who wish to attend university will be allocated an 
initial learning entitlement on 1 January 2005. The learning entitlement will 
be capped at five years, although the Nelson Report indicates that it could 
be increased for educational pathways that typically take longer than that. 
The learning entitlement thus caps the government contribution to a student 
to five years. If students are to complete their education after they exhaust 
their learning entitlement it will be on a full-fee basis. The Nelson Report 
also indicates that the government is giving consideration to provision of a 
subsequent learning entitlement to recognise the need for lifelong learning.
The Commonwealth strengthens control of expenditure through the 
replacement of the uncapped marginally funded places (where the number 
of places is determined by each university) by penalties on over-enrolments 
(E/2; linked to TL/18).
Efficiency is improved by replacing the block grant arrangements with 
a funding arrangement based on a university’s discipline mix. Although 
the Commonwealth Grant Scheme does not update the outdated relativities 
from the 1990/91 relative funding model, the Nelson proposals provide that 
funding to a university will be adjusted on an annual basis in the light of 
its discipline mix rather than allowing more than a decade to pass before 
adjusting university grants to changing patterns of enrolments (E/3). Effi­
ciency is also enhanced through the development of coherent measures of 
institutional evaluation (E/4) and the development of an information manage­
ment system (E/5). Funding growth will be provided to universities both 
through conditional indexation arrangements for the Commonwealth Grant 
Scheme (2.5% on base in 2005; 5% in 2006; 7.5% in 2007) and because 
of the relative autonomy in establishing student contributions (E/7; linked to 
TL/9).
Processes
As well as introducing new funding arrangements, the Nelson proposals 
aim to change the way universities function in terms of industrial relations
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and governance. Indexation arrangements for universities will be condi­
tional on governance reform and adherence to Commonwealth determined 
workplace relation policies. In terms of industrial relations, a new work­
place productivity program is introduced which, amongst other things, 
will encourage universities to follow the government’s industrial agenda of 
increasing the emphasis on individual rather than collective bargaining (P/3). 
The Workplace Relations Act is to be amended to reduce the ability of 
university staff to take strike action that affects students (P/4). New national 
governance protocols are proposed, which would require State governments 
to amend the Acts establishing universities to reduce the size of most 
university councils (P/5).
In terms of students, the Nelson Report proposes to enshrine voluntary 
membership of student organisations in legislation (P/8).
Reform of the sector is to become an ongoing process: a Collabora­
tion and Structural Reform Fund is to be established (P/7), incorporating 
and expanding the previous Higher Education Innovation Program. An early 
priority of the Fund will be proposals to rationalise course provision between 
universities.
Discussion and commentary
The Nelson Report sets broad directions for the sector and much needed detail 
is required prior to implementation. Those components that require legisla­
tion prior to implementation, e.g., the flexible student contributions (TL/9), 
may be amended in the Senate. However, if implemented, the proposals incor­
porated in the Nelson Report will have a profound impact on universities in 
Australia.
An ideological agenda
Clark (1983) postulated three distinct mechanisms for coordination or inte­
gration of university activity: the state, the market or an academic oligarchy. 
Traditionally, Australia adopted a mix of non-price based market compet­
ition (universities competing on prestige, location and ‘quality’) and olig­
archic control (principally through structures such as the Commonwealth 
Tertiary Education Commission). State control was strengthened and olig­
archic control correspondingly weakened in the 1987 higher education policy 
changes which abolished the Commonwealth Tertiary Education Commis­
sion, although oligarchic control of research remained via the Australian 
Research Council. Similar shifts have occurred in a number of countries 
(OECD 1990; Young 2002).
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Table 3. Classification of policy initiatives in Backing Australia’s Future (using reference 
numbers in Appendix) by type and target of policy intervention
Target Market based (financial 
incentive)
Regulatory or discretionary 
funds
Supply side TL/3,4,7,8,11-15,17-18,20, TL/1,2,16,19,21,28-32
(acting on universities) 22-24,34 R/1,3
R/2,4 E/4-5
E/1-3,6 P/1-7
Demand side TL/5,6,9,10,25-27,33,35 P/8
(acting on students) R/5,6
E/7
Clark’s options of state or market control can also be considered as types 
of government policy instruments: market-based or use of regulatory powers. 
Market-based interventions incorporate financial incentives to change the 
behaviour of market participants. The incentives can subsidise the cost of 
production or change price incentives faced by market participants. Regu­
latory or discretionary interventions use non-market or non-price strategies, 
either through changing regulation or legislation to facilitate, prohibit or regu­
late certain behaviours or introduce funding pools that do not give autonomy 
to market participants but require special submissions or applications to 
access the available funds. In terms of the targeted interventions, policy 
instruments can act on providers, in the case of tertiary education, univer­
sities, or can act on the demand side. The policy proposals in the Nelson 
Report fall across all four cells of the resultant two by two table created by 
this classification of policy initiatives (see Table 3).
Most initiatives in the Nelson Report are directed at changing the beha­
viour of universities. There are also a significant number of initiatives that 
are designed to change the behaviour of students, particularly to change the 
price signals on students thus influencing the choice of courses that students 
might undertake.
The initiatives acting on universities include both market-based and regu­
latory strategies. Financial incentives are used to change university behaviour 
in terms of the mix of courses and number of courses. Regulatory and discre­
tionary strategies are also used, for example regulating access to some of 
the market-based initiatives. Indexation of grants, for example, will only be 
available if certain conditions are met.
To work effectively, market-based incentives need to operate in a system 
where universities understand their cost structures and have appropriate
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internal incentive structures in place. Cost allocation models are not well 
developed in Australian universities and hence understanding of the surplus 
(or deficit) generated by particular courses is likely to be poor, with 
consequential potential of misspecification in price setting. Internal univer­
sity budget allocation processes will affect a university’s response to the 
surplus/deficit (Leslie et al. 2002; Priest et al. 2002). Unless internal incentive 
structures are broadly aligned with external incentives on the university 
as a whole, the university may not be able to respond effectively in the 
new environment. These internal factors are likely to lead to quite variable 
responses by universities that may mitigate the anticipated effects of the 
policy changes.
The range of initiatives which are implemented through financial incent­
ives reflect the ideological orientation of the Nelson Report. This market 
orientation emphasises the market environment and may lead to the devel­
opment of a “fee culture” within universities, focussing on revenue at the 
expense of traditional university goals.
The introduction of the learning entitlement will require all universities to 
give consideration to the fees they will set for out-of-time students. The effect 
will be that all departments in all universities will need to give consideration 
to full-fee arrangements and thus over time there may be full-fee students in 
all courses in all universities. This will inevitably change the way education 
is perceived with government supported and private students in every course 
and academic staff required to pay explicit attention to marketing issues such 
as the price that could be charged.
This market orientation will be further reinforced by the flexible student 
contribution arrangements. All universities will need to give consideration 
to the level of student contribution that government-funded students will be 
required to pay. In making this decision, universities will have to balance 
access and equity concerns with potential revenue opportunities. Discus­
sion of ‘price elasticity’ will move from the economics lecture theatres 
into the Academic Board! The potential income from the increased student 
contribution is significant. A maximum contribution of 30% above projected 
HECS levels would generate between four times the funding per student (for 
an agriculture student) and 50 times (for a law student) compared to the 
government’s 2.5% indexation proposed for 2005.
Students also will need to give careful consideration to degree choices. 
Although graduates of law and business courses achieve higher private returns 
from tertiary education (Borland 2003), the relativities incorporated in the 
new Nelson arrangements appear to overstate the private benefit. Other 
students will also need to evaluate the costs and benefits of different univer­
sities and their offerings. Whether students have the ability and information 
to make rational choices at time of selection is a moot point (Baldwin and
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Jones 2000). Economists recognise information asymmetry is a ground for 
market failure and government intervention. The proposed Higher Education 
Information Management System (E/5) is the sole, inadequate response in the 
Nelson Report to the risks inherent in market failure. A market emphasis in 
the face of market failure and perverse incentives could lead to undesirable 
outcomes for the tertiary sector overall (Stilwell 2003).
The potential expansion in full-fee students is characteristic of the market 
orientation of the Report. Whether this initiative translates into a realised 
increase in provision depends on its take-up by universities and students. 
Contemporary take-up by universities and students of full-fee opportunities 
is modest. In 2002, there were only 5,464 full-fee EFTSU in public univer­
sities undertaking undergraduate studies not supported by employers, out of 
a total EFTSU of 625,052. Full-fee undergraduate students are concentrated 
in a handful of universities: only one public university had more than 1,000 
full-fee undergraduate EFTSU in 2002, only two others had more than 500 
EFTSU. These three universities account for 53% of full-fee undergraduate 
EFTSU. Ten universities account for 94% of the full-fee EFTSU.
The introduction of income contingent loans may make full-fee study of 
more interest to a number of students and, possibly, more acceptable to a 
wider range of universities. The experience with the HECS scheme itself 
is that it did not adversely impact on the social composition of universities 
(Chapman and Ryan 2003). The precise impact of the new income contingent 
loans for full-fee students is relatively unclear, as the maximum loan amount 
($50,000) would certainly not cover the full cost of a course in a number of 
high demand areas such as law or medicine. Further, the interest rate at 3.5% 
above the price index could also be relatively unattractive.
A political aspect of the design of the proposals can be seen in the crafting 
of the regional loading. The political voice of rural and regional Australia 
has strengthened in recent years with the emergence of the ‘One Nation’ 
political party and the success of independents in winning seats in state 
and federal parliaments. The junior partner in the Liberal-National Coalition 
is rurally based and has become acutely atuned to its constituencies and 
increasingly vociferous in protecting rural interests. The regional loading, 
and the 2% over-enrolment penalties are testament to the power of rural 
interests. The crafting of the regional loading is also political: the solid Labor- 
voting regional cities of Newcastle and Wollongong are not designated as 
regional. In contrast, the campus in marginal-voting Geelong and the capital 
city campus of the University of Tasmania (in the home state of two of the 
independent Senators necessary for passage of legislation) are so designated.
The government’s ideological objectives are also seen in the emphasis on 
ensuring voluntary student unionism, which has been the subject of regular
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policy initiatives by State Coalition governments and is a totemic issue within 
the conservative parties, as is the pursuit of the industrial relations reform 
agenda. Indeed, in the Prime Minister’s charter letter to Minister Nelson, 
industrial relations reform was the only aspect of university reform that 
Minister Nelson was required to undertake. The nature of the required indus­
trial relations changes were not specified in the policy statement as released 
but are believed to include a requirement on universities to allow individual 
contract negotiations for university staff, thus weakening collective, union-led 
negotiations.
Anderson (2003) has highlighted the pervasive ideological basis of the 
Nelson report:
The government’s report draws on ideology as much as on planning and 
analysis of relevant evidence. Increased competition for resources within 
and between universities is regarded as a means of motivating them to 
be more efficient; as is extension of user-pays (or borrows) a device for 
motivating students to work harder. Ideology would also appear to the 
reason for proposing voluntary membership of student unions, and for 
extending the governments’ industrial policies to workplace relations in 
academe.
However, the ideological orientation should not be a surprise as a market 
orientation has been a theme of policy for a number of years (Meek and Wood 
1997). Further, the basis of many of the Nelson Report proposals can be seen 
in the West Report, that aimed to pave the way to a voucher-based tertiary 
education system.
Coaldrake (2000) has also highlighted the focus of both bureaucratic and 
political leadership on ‘good market practice’:
. . .  it is notable that much of the work undertaken by the Federal Educa­
tion Minister, his predecessors and the Department over recent years 
has been concerned with ensuring that the higher education sector oper­
ates in accordance with good market practice. That is, government has 
concerned itself to see that there is an appropriate array of providers 
of higher education, that they are managed effectively and efficiently, 
that students have informed choice, and that there is in place appropriate 
quality assurance and accountability.
Market failure, perverse university and student responses and equity concerns 
suggest that the ideological pursuit of ‘good market practice’ may both not 




The mixed initiatives may reflect the tension inherent in the mixed proven­
ance of the proposals: the bureaucratic authors emphasising regulatory or 
discretionary strategies, with the conservative politicians emphasising market 
strategies. In Burton Clark’s terms (Clark 1983), the Nelson Report is 
strengthening both the market and the state, at the expense of academic 
autonomy or academic control.
The principal new regulatory or state instrument in the Nelson Report 
is the funding agreement that replaces the contemporary profile negotiation 
process. Profile negotiations were introduced as part of the Labor government 
reforms of universities in the late 1980s and were initially seen as intrusive 
(Karmel 1988) but evolved into adjuncts of a university’s own planning 
processes (Marginson 1997) and have now become perfunctory interactions 
between the Commonwealth department and the universities. As with the 
profile process, it is likely that the new funding agreement will also have 
its effectiveness attenuated over a decade of implementation.
The government sees the new funding agreement as being about account­
ability: ‘to ensure that the Commonwealth obtains, from the institution it 
funds, the courses and the places for which it is agreed it will be funded’ 
(source: Mr B. Burmester, Group Manager, Higher Education Group, Depart­
ment of Education, Employment and Training, in evidence to the Senate 
Employment, Workplace Relations and Education Legislation Committee 
hearing on Budget Estimates, 5 June 2003 page EWRE461).
A highly regulatory funding agreement process could be quite intrusive. 
The other side of the ‘increased accountability’ coin is reduced univer­
sity autonomy and for this reason the process has been criticised by the 
AYCC. However, it also creates a double-edged sword for the Common­
wealth. The new funding agreement process provides a policy instrument 
for the Commonwealth to regulate the discipline mix within universities. 
This new policy instrument exposes the Commonwealth to a policy risk in 
that the Commonwealth can now be seen to be responsible for the discip­
line mix of graduates and hence the local, state and national labour market 
consequences of the tertiary sector’s graduation profile. This introduces a 
new set of accountabilities for the Commonwealth Minister and also requires 
a new set of skills within the Commonwealth Department. There is no recog­
nition in the Nelson Report as to either the need for a skills upgrade in the 
Department or about the advice structures that may be needed to provide input 
into the Commonwealth negotiating position on appropriate discipline mixes.
Detailed determination of a university’s discipline-mix will need to 
involve very sophisticated regionally-based labour market intelligence. It is 
unlikely that Commonwealth bureaucrats will be as aware of emerging tech­
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nologies (and associated educational requirements) as either university-based 
researchers or industry advocates. The contemporary decentralised approach 
to responding to emerging needs probably leads to greater university respons­
iveness than a centralised system which requires recognition of and response 
to labour market needs to be funnelled through Canberra.
The funding agreement negotiations are going to be further constrained 
because the Commonwealth will not have power to force universities to adopt 
a particular discipline mix, especially when some of the disciplines for which 
the Commonwealth has identified a labour shortage (through immigration 
arrangements) would be seen as being underfunded in terms of the old relative 
funding model carried over into the new funding arrangement.
The Nelson Report contemplates a greater role for state education author­
ities: they will be consulted on labour market issues and state government 
support is required to legislate for the new governance protocols. This 
involvement provides another arena for intrusion into university affairs. 
Policy responsibility and the main financial levers remain with the Common­
wealth, but universities are created by state legislation, with states now having 
a greater potential to shape university activities in the state. State and federal 
interests may not be coincident, enhancing regulatory confusion.
A positive of the Nelson Report is the conditional indexation of the 
Commonwealth grant scheme for 2005 to 2007. However, other elements of 
the package (including the student contribution) are not indexed, nor is there 
any guarantee of indexation of the Commonwealth grant after 2007. In the 
absence of systematic arrangements for indexation, inflation will undermine 
university finances in the medium term and weaken universities’ ability to 
plan for the long term. This ‘drip feed’ approach will give further opportuni­
ties for government and bureaucratic control and intervention at the inevitable 
next round review caused by this failure to recognise system dynamics.
Improved access?
Although the Nelson Report is couched as a significant expansion of funding 
and improvement in access, the precise impacts on access are likely to be 
modest at best and may even lead to a reduction in access. One of the major 
funding proposals is the conversion to full funding of 25,000 marginally 
funded places. However, in 2002 there were 32,000 marginally funded places 
in universities so this represents a reduction in access to government funded 
support.
This reduction in access will occur differentially and could have an 
extreme impact in some geographic areas. The conversion from marginally 
funded to fully funded places will not maintain the current distribution of 
university places, as there will be a redistribution to equalise the participation
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rate in higher education across Australia. Implementation of the conversion 
process will thus involve a redistribution of places away from higher partici­
pation states such as South Australia and Victoria, to lower participation 
states such as Queensland and Western Australia. This will significantly 
reduce opportunities for government-supported education in the losing states. 
It is also likely to have an adverse impact on equity as wealthy students 
respond to the lack of access by availing themselves of full-fee places and 
poorer students are forced to eschew a university education because of the 
high interest rates and inadequate loan support for full-fee programs.
The small number of additional fully funded places to be provided from 
2007 neither offsets the loss of existing marginally funded places nor meets 
the likely growth in demand for university places given the population 
projections for the relevant age cohorts.
The new funding agreement process may change relative access for the 
different disciplines. Since 1990 when the last re-basing of university grants 
was undertaken, total enrolments in universities have increased by about 30% 
with much faster growth in popular and lucrative disciplines such as law 
and legal studies (123% growth) and business (66% growth) with slower 
growth rates in less popular areas (agriculture, 13% growth; engineering, 26% 
growth) and in areas which are expensive to teach and were not adequately 
funded under the old relative funding model (most notably health, growth 
29%). There was an absolute decline in education (-7%). The change in 
weights for national priority areas means that the new funding arrangements 
disadvantage those universities that moved places from nursing (relatively 
advantaged under the Nelson report) to disciplines such as law and busi­
ness which will now have low funding from the Commonwealth under the 
Commonwealth Grant Scheme. Universities that have done this are probably 
the major losers in the new arrangements. Whether they have the ability or 
the will to reverse those changes to maintain their overall grant funding is 
doubtful.
The introduction of the five-year learning entitlement will reduce access 
for students who wish to change disciplines. In the absence of any clarity 
about the ‘top-up’ to the entitlement, graduates who have exhausted their 
learning entitlement will be required to enroll in subsequent courses as full- 
fee students. This will have an immediate access effect and many students 
are likely to be deterred from study. A number of programs (especially 
professional programs) have significant numbers of graduates transferring 
disciplines enrolled and the introduction of the learning entitlement policy 
may reduce demand in these programs. End-on bachelor degree programs, 
such as the two-year Bachelor of Social Work programs for graduates, will 
be particularly affected.
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As the learning entitlement is capped at five years, students enrolled in 
double degrees will have relatively less forgiveness in the case of extended 
study than single degree students. Double degree programs could therefore 
become less attractive to students and less viable to universities, adversely 
impacting on student choice and opportunity.
The chance and challenge o f implementation
Implementation of the Nelson Report proposals is problematic at three levels: 
government, department and university. The Opposition and the Australian 
Democrats have vehemently attacked the Nelson Report proposals. As the 
government does not have a majority in the Senate, the fate of the Nelson 
proposals rests on the government being able to persuade the four independ­
ents in the Senate to support the broad thrust of the proposals. Minister Nelson 
has indicated that the proposals in the Report are a single package and he will 
not negotiate and allow ‘cherry picking’ of the package in the Senate. These 
brave statements are of course simply part of the negotiating process and it is 
likely that there will be compromises and changes to the package before it can 
be implemented. The Senate has referred the Nelson Report to a Committee 
for report back by 30 October 2003 (two independents voting for referral, two 
against). This will give further opportunity for public airing of the weaknesses 
in the Report and the impact on individual universities.
Any change in the funding basis of universities obviously leads to winners 
and losers. It is the nature of politics that the winners will be quiescent and the 
losers vociferous (Easton 1979). The government’s modelling of the finan­
cial impact on universities, released two months after the budget package, 
revealed that even assuming all universities meet the conditions to achieve the 
indexation funding, seven universities will be worse off in 2005. In response, 
the government increased its Transition Fund, from the $ 12.6m announced 
in the budget, to $38.6m. After removing the indexation effect, a further two 
to six universities would be disadvantaged by the new system, depending on 
assumptions about the composition of the operating grant. The number of 
universities that lose on the package will increase once the administrative 
costs of the new scholarships and increased accountability, which fall on 
universities, are identified and taken into account.
At the departmental level, the Commonwealth Department of Education, 
Science and Training (DEST) also faces challenges with implementation. The 
new funding agreement will require a new set of information gathering and 
negotiating skills. If the funding agreement negotiations are to be other than 
the symbolic interactions of the current profile process, then the departmental 
negotiators need to be armed with information about labour market and 
student demand, and to be informed of the ability of the university to respond
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to either or both of these factors. A university will always be better informed 
of its own processes and costings than external parties and obfuscation and 
dissembling may begin to characterise the negotiation process. DEST will 
need to work closely with other Commonwealth departments with an interest 
in the labour market (particularly immigration, employment and workplace 
relations, and health) to ensure that the various arms of government are 
pursuing similar policy priorities in terms of disciplines in shortage. State 
departments of education, proposed to be consulted by the Commonwealth 
as part of labour market planning, have limited experience (and skills) in this 
area, and will therefore also face a staff development challenge.
The Nelson Report presents real challenges for universities themselves. 
University costing systems will need to be strengthened and incentives on 
sub-units of the university, and possibly academics, will need to be more 
closely aligned with the incentives on the university as a whole.
The penalties for over-enrolment will also cause implementation chal­
lenges for universities. The 2% threshold is extremely tight and has been 
widely criticised. Student preferences and take-up of offers of places can vary 
widely from year to year, as can re-enrolment patterns. Uncertainty is greater 
in courses with smaller enrolments and so the narrow band of allowable 
over-enrolment will be of particular concern for niche courses and regional 
campuses that generally have smaller enrolments. Universities will need to 
develop much tighter internal control systems to manage their risk in this 
area. Universities will probably also increase their reliance on later round 
offers to new students to reduce uncertainty about acceptance to offer ratios. 
This will increase uncertainty for students.
The tight enrolment band also reinforces the ideological agenda, with 
strong incentives on universities that additional enrolments be full-fee rather 
than subsidised. Full-fee students will also provide a cushion against under- 
enrolment, as a university would be able to offer full-fee students a transfer 
to a funded place if the university were at risk of losing places.
The over-enrolment penalty is set at the university’s highest level of 
student contribution regardless of whether this course is the cause of the over­
enrolment. The impact on an over-enrolling academic unit could be severe: 
not only teaching the additional students for no funding, but losing more than 
the total funding for the equivalent number of funded students. Thus, if law 
charged the maximum student contribution and the over-enrolment was in 
humanities which charged projected HECS, depending on internal university 
funding policies, humanities could be penalised the full cost of the law student 
contribution.
The new incentives on universities, the governance protocols and the 
need to respond to government intrusion will further strengthen central 
control mechanisms within universities, a trend already in evidence in
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Australian universities (Marginson and Considine 2000). Depending on a 
university’s internal organisational structure, control by either the raft of 
Vice-Chancellors, Deputy Vice-Chancellors and Pro Vice-Chancellors; by 
‘Super Deans’; or both groups, will be strengthened.
The discourse of university management will be about how each is ‘posi­
tioned’ in the new market place. Choices about the level of the student 
contribution will send messages about prestige. Choices about how to deal 
with existing over-enrolments will shape the future discipline-mix.
Conclusion
Minister Nelson’s rhetoric since the release of the government’s proposals has 
emphasised the choices universities can make, disparaging previous policies 
as ‘one-size-fits-all’. In reality, universities will have few real choices. Index­
ation funds will only be available if the government’s industrial agenda is 
followed. Funding to catch up the funds shortfall of previous years will 
primarily come from increases to student fees through the new flexible 
student contributions, with the resultant political opprobrium of the escalating 
costs of university study transferred to universities themselves.
Minister Nelson has not highlighted this market transformation of univer­
sities, however, his rhetoric of choice de-emphasises the realities facing 
universities. Under the Nelson proposals, the Australian university sector 
will inevitably become more market oriented. Fee setting and positioning in 
terms of pricing will become key policy instruments and strategic choices for 
university. Universities will, at a minimum, need to specify fees to apply to 
students who have exceeded their learning entitlement and growth in full-fee 
places in the prestigious universities can be expected to occur. Student parti­
cipants in the market will face higher costs, albeit costs deferred under HECS 
and income contingent loans. University internal discipline-mix choices will 
have direct consequences in terms of funding. Universities face significant 
penalties if they position themselves inappropriately in the market and either 
over-enroll or under-enroll. New incentives are placed in front of universities 
to change their behaviour.
The effect of these changes to the external environment of universities 
will be profound. Internal changes to management structures, processes 
and information systems will be required. The external and internal chal­
lenges will wreak changes in internal cultures, emphasising fees, market 
position and responding to external, government-determined incentives. Dr 
Nelson’s prescription for Australia’s universities will indeed lead to a major 
transformation.
Surprisingly, the Nelson Report did not address a defining issue in univer­
sity policy, deferring consideration of research issues, instead announcing
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reviews of infrastructure funding (R/3) and collaborative arrangements (R/4). 
This strategy constrains future policy options by limiting the extent to which 
research funding can be increased by redirection of existing operating grant 
funding. This deferral leaves unaddressed the relationship between teaching 
and research and the aspirations, articulated by the Group of 8 universities, for 
increased funding to establish one or more ‘world class’ research-intensive 
universities in Australia.
The Crossroads review process was seen positively by the university 
sector. This positive disposition has continued after the release of the 
Report, at least for those in leadership positions: the AVCC is strongly 
supportive of the initiatives in the Nelson Report, possibly because salient 
aspects of its preferred funding model were adopted in the Report and most 
Vice-Chancellors support, at least covertly, the expected industrial relations 
changes required for indexation.
Implementation of the Nelson report will lead to a stronger emphasis on 
the market and fees as well as significantly increased intrusion by government 
into governance and internal processes of a university, industrial relations 
and working conditions of staff, and the number and type of students 
that universities can enroll. The increased intrusion may reduce university 
responsiveness to emerging labour market requirements, with a consequential 
adverse impact on the development of an appropriately prepared workforce. 
Students will face increased debt burdens and probably reduced access to 
government funded places. This is likely to have an adverse equity effect.
The uncertainties about implementation mean that the overall impact of 
the changes cannot yet be estimated. The underpinnings of the changes 
provide a clear direction and represent an attempt by government to 
emphasise a price-based market orientation in the university sector, that is, 
a right turn at the crossroads. The final destination, however, is still unclear.
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Appendix. Proposed changes to Australian higher education policy in backing Australia’s future
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1. Teaching and learning
Access
•  Number/participation rate TL/1 Negotiated Funding Agreement with each university on number and mix
TL/2
of places.
Redistribution of unfilled places if target is not met consistently. _
TL/3 Full funding of 25,000 places to replace marginally funded places. ? 347.6
TL/4 1,460 new general places from 2007. 10.9 10.9
TL/5 Continuation of income contingent loans for students (renamed HECS- (37.2) (76.3)
TL/6
HELP); lower discount (20%) for upfront payment.
Extension of income contingent loans to full-fee students (up to $50,000 Incl in TL/5 Incl in TL/5
TL/1
max) indexed at CPI + 3.5%.
745 additional places in private higher education institutions (113% 22.1 7
TL/8
increase) targeted to discipline areas of priority (2008 cost shown in 
2006-07 column; four-years costs included in TL/14).
Increased maximum fee-paying places from 25% to 50% of course.
•  Discipline mix TL/9 Differential student contributions by discipline and university. — —
TL/10 Lower cap on student contribution for ‘National Priority Areas’ of nursing — —
TL/11
and teaching.
Additional funding per place for teaching from 2004. 7 40.4
TL/12 Additional funding per place for teaching from 2005. 7 81.4












TL/14 Expansion of ‘National Priority’ places in nursing (210 nursing places in 
2004 rising to 574 places in 2007, all in regional areas; four-year cost: 
$17.lm) teaching and Indigenous education.
51.8 161.0
TL/15 Introduction of full-fee places in medicine capped at 10% of enrolment. — -
TL/16 Discipline mix variations will be compensated up to 1% above agreed 
discipline mix.
? ?
•  Equity TL/17 Additional payment for regional campuses. 32.9 122.6
TL/18 Penalties for more than 2% over-enrolment. — —
TL/19 Establish Indigenous Higher Education Advisory Council. 0.3 1.2
TL/20 Increased funding for Indigenous Support Fund. 5.3 10.4
TL/21 Enhanced performance expectations for Indigenous Support Fund. — —
TL/22 Scholarships for Indigenous staff. 7 7
TL/23 Increased funding and review to develop new funding formula for Higher 
Education Equity Program.
2.4 7
TL/24 Increased funding for Students with Disabilities program. 1.1 3.3
TL/25 Increased threshold income for repayment of HECS-HELP. Incl in TL/5 Incl in TL/5
TL/26 Up to 5,075 Commonwealth Education Costs Scholarships p.a. paying up 
to $2,000 p.a. for four years.
70.7 84.4
TL/27 Up to 2,030 Commonwealth Accommodation Scholarships p.a. paying 
$4,000 p.a. for four years.













Quality TL/28 Establishment of National Institute for Learning and Teaching in Higher 
Education (around 90% of expenditure to be on grants).
22.4 44.3
TL/29 Increase in awards for university teachers. 2.7 5.4
TL/30 Establish Learning and Teaching Performance Fund. 83.8 138.5
TL/31 Support for overseas audits by AUQA. 0.6 1.8
TL/32 Enhancement of Graduation Destination Survey, Course Experience 
Questionnaire and Graduate Skills Assessment Test.
0.3 0.9
Internationalisation TL/33 ‘Endeavour Program’ of up to 395 awards for overseas students to study 
in Australia.
? 7.9
TL/34 Support for language teachers to undertake short term study abroad. 1 ?
TL/35 Introduction of income contingent loans for students in Study Abroad 
programs ($5,000 max per semester).
2. Research R/l Affiliation between Australian Institute of Marine Science and James 
Cook University.
— 5
R/2 ARC to fund some Chief Investigator salaries. — —
R/3 Review of research infrastructure funding arrangement. — —
R/4 Review of collaboration between universities and public research organ­









R/5 Establishment of four International Centres of Excellence (Asia Pacific 
Study and Diplomacy; Mathematics Education; Water Research Manage­
ment; Sports Science and Administration).
? 35.5
R/6 Increase of up to 31 in Australian Postgraduate Awards (scholarships for 
research degrees) -  approx 0.7% increase.
Incl in TL/26 Incl in TL/26




•  Total expenditure limit E/1 Introduction of five-year capped (initial) Learning Entitlement from 2005. — —
E/2 Replace uncapped marginally funded places by penalty on over-enrolment 
(savings not identified in Budget documentation).
— —
•  Institution/system efficiency E/3 Common wealth Grant Scheme (CGS) to replace block grant. — —
E/4 Implementation of Institutional Assessment Framework. 7 ?
E/5 Higher Education Information Management System. 5.3 30.3
•  Indexation/funding growth E/6 CGS funding indexed (but below cost growth). 209.2* 430.1
E/7 Universities to have some autonomy in setting student contributions 


















•  Personnel P/1 Growth per student funding to universities conditional on governance 
reform and workplace relation policies.
— —
P/2 Establishment of Transition Fund to facilitate institutional restructure. — 12.6 initially, 
revised to 38.6
P/3 Introduction of Workplace Productivity Program 27.9 55.2
P/4 Amendment to Workplace Relations Acts to toughen criteria for protected 
industrial action.
— —
•  Governance P/5 National Governance Protocols proposed. — —





Creation of Collaboration and Structural Reform Fund. 
Optional membership of student organisations.
6.8 20.0
Source: Our Universities and 2003-2004 Portfolio Budget Statements for Department, Education, Science and Training.
Notes: 1. Some proposals listed under more than one category.
2. —  indicates proposal with trivial cost or absorbed in Departmental expenditure; ? indicates cost not able to be ascertained from sources; *  








medical practitioners are male; males make up 
59% of generalist medical practitioners, com­
pared with 8% of registered nurses and 18% of 
physiotherapists.2
The health workforce has grown substantially 
over the last 40 years. The 1961 census, for 
example, recorded a total 72 598 health profes­
sionals (that is, people with health professional 
qualifications, whether employed or not), 56% of 
whom were registered nurses, 16% medical prac­
titioners, and the remaining 28% all other health 
professionals. By 2001, the health workforce had 
quadrupled to 291604 with nurses now account­
ing for 59%, medical practitioners 17%, and 
others 24%. The number of health professionals 
per head of population increased from 6.9 per 
1000 population in 1961 to 15.4 per 1000 
population in 2001.2
The health workforce is now characterised by a 
large num ber of separate professions, each with a 
different course of preparation, a different empha­
sis in practice and, to some extent, a different 
ideological foundation in terms of the way in 
which the profession interacts with other profes­
sions and with patients or consumers. The work­
force has changed dramatically over the last 20 
years with increasing specialisation both within 
professions (for example, additional specialisa­
tions in medicine and nursing) and also by the 
creation of new professions. To some extent, this 
specialisation has led to increased quality of care 
as individual professionals have been able to 
develop in-depth knowledge and skills across a 
narrower range of areas.3 However, by the late 
1990s there was recognition that this increasing 
specialisation may have a downside in increased 
coordination costs, leading to inefficiency and 
problems of continuity of care.
The changing context for the 
workforce
The context within which the health workforce 
operates is changing. Life expectancy in Australia 
has been increasing steadily over the last century, 
increasing by 3 years for females and 4.5 years for 
males over the period 1981-1998. However, disa­
bility-free life expectancy has declined for both 
males and females: about half to two-thirds of the 
increase in life expectancy entailed a period of 
severe handicap.4 This trend of increasing severely 
handicapped expectancy is also apparent in the 
figures for trends in health expectancy at age 65.
The increase in years lived with disability 
changes the nature of the demand on the health 
system. Chronic disease, by definition, cannot be 
cured by a pharmacological solution —  the so- 
called magic bullet. Rather, chronic disease needs 
to be managed over its course, drawing not only 
on the skills of medical practitioners and nurses 
but also the skills of the range of professions that 
have emerged over the last century, including 
physiotherapy, occupational therapy and social 
work. As more separate workers are involved in 
the care process, this increases the demand for 
different forms of practice involving coordination, 
integration and teamwork.4 Further, because 
chronic disease continues over a long period, its 
increasing prevalence places a concom itant 
requirement on systems to improve continuity of 
care between the professionals involved and to 
ensure that the consumer is able to develop an 
ongoing relationship with the care team.
As well as living longer (and living longer with 
chronic disease), the Australian population is 
growing and the elderly population over 75 is 
growing faster than the population as a whole. 
The impact of this on health services is complex. 
During the 1990s, hospital admissions of the “old 
old” (those over 75) almost doubled (increase of 
89%), but because of the decline in length of stay, 
bed-days only increased by 12%, and there was a 
10% decline in the rate of use (bed-days) per 
thousand population over 75.5 If these trends 
continue, despite the decline in rates of use the 
increased num bers of elderly will lead to 
increased demand for care and for the skills 
necessary to manage chronic disease.
In addition to the epidemiological and demo­
graphic transition, the environment for the health 
workforce is also changing because of wider 
social trends, in particular the impact of changes 
in information and communication technologies 
(ICT). ICT changes impact on the way in which
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health professionals interact with consumers, 
with other professionals, and with payers. ICT is 
changing the knowledge base of consumers, espe­
cially those with chronic conditions, and contrib­
u tes to em pow erm ent of consum ers, thus 
changing the relationship between the profes­
sional and their client. ICT applications to the 
health sector are still in their early stages, and 
there has been little rigorous demonstration of 
clinical or economic benefits of these new appli­
cations, although the potential is clearly great.6
Anderson and Stenzil7 have claimed that devel­
opments in ICT could lead to “a real increase in 
physician productivity of 50% or more over the 
next 10-20 years . . .  (including by) substituting 
‘e-visits’ for office visits” (p. 3). ICT development 
could lead to improved patient-to-provider com­
munication, including the use of web-enabled 
telephone triage providing advice by telephone to 
potential patients to assist in determining the 
appropriate response to their health care needs. 
The most noteworthy of these internationally is 
NHS Direct in the United Kingdom.8 The first 
large-scale Australian call-centre development 
(Health Direct) was established in Western Aus­
tralia in 1999 with promising results.9
Multidisciplinary care plans which systematise 
the treatment and care processes are increasingly 
part of hospital and ambulatory care.10,11 ICT- 
facilitated access to state of the art care paths and 
protocols changes the nature of the required 
educational preparation for health professionals. 
Currently, professional education is based on a 
“just in case” model of attempting to acquaint 
students with skills and knowledge to prepare 
them for a wider range of conditions than might 
possibly be faced in practice. In the future, service 
delivery (and provider knowledge) could be on a 
“just in time” basis where care protocols can 
guide the professional through the diagnosis and 
treatment process.
Supply and substitution: critical 
issues for the future
Each of the major health professions is facing 
major challenges to their modus vivendi in the
early years of the 21st century, particularly 
realignment of responsibilities among the pro­
fessions and adequacy of workforce supply.
A review of nursing education in Australian 
universities in 199412 identified a range of 
policy issues affecting the nursing workforce, 
including labour force planning, career pa th ­
ways and educational preparation. In its report, 
the review made a large num ber of recom m en­
dations for change and developm ent that 
received little policy attention. National policy 
interest in nursing was reawakened in 2001 
with two inquiries being established, one by 
the Senate13 and one by the Commonwealth 
governm ent.14 Both national reviews recog­
nised there were significant problems in w ork­
force planning for the nursing profession. The 
2002 National Review, for example, highlighted 
(p. 107):
■ the lack of long-term planning for the health
workforce and nursing specifically;
■ fragmentation of the responsibilities for differ­
ent aspects of nursing and nursing education.
Both reviews identified critical shortages of 
nurses (see pp. 14-17 and 48-52 of the Senate 
report and pp. 188-9 of the 2002 National 
Review). The extent of the shortage of general 
nurses has been estimated at between 650015 and 
4000015 by 2010, the range being symptomatic 
of the parlous state of workforce planning in the 
sector. Shortages of nurses are also reported in the 
USA and in other countries.16,17 Given the inter­
national migration of nurses, recruitment of Aus­
tralian nurses to work overseas might exacerbate 
the forecast shortage. Response to the shortage 
has included provision of only 610 additional 
nursing places in universities (210 in response to 
the Nelson Review of Higher Education and 400 
places focussing on aged care) but, given the 
magnitude of the forecast shortage, restructuring 
of the workplace and changing demand patterns 
for nurses must also be considered. This may be 
facilitated through a new Nursing and Nursing 
Education Taskforce established by the Australian 
Health Ministers’ Advisory Council to address the 
recommendations of the Nursing Review.
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The role o f nursing
A major issue for nursing workforce policy in the 
medium term therefore relates to the role of the 
professional (registered) nurse. W ithout clarifica­
tion of the role of the nurse, there cannot be 
clarity about how many nurses are needed in the 
workforce, and educational institutions will find 
it difficult to make coordinated decisions about 
design of curricula and the appropriate number of 
nurses that ought to be enrolled in nursing 
education programs.
The role of the nurse is the subject of a number 
of pressures, posing both threats and opportuni­
ties for the profession.18 In the first instance, the 
educational preparation of all nurses is improv­
ing, associated with the move to university-based 
education and the continuing refinement of uni­
versity curricula.19,20 This broader educational 
preparation of nurses provides a foundation for 
nurses to undertake more complex roles and 
tasks. Failure to provide challenges in the work­
place may lead to dissatisfaction among nurses 
who have contemporary levels of educational 
preparation, and may affect retention. There is 
now a developing body of literature about the 
potential for nurses to undertake roles that were 
previously the sole preserve of doctors.21'24
Nurses can substitute for general practitioners 
in many primary care tasks, for resident medical 
officers in intensive care units, and can undertake 
high level triage and treatment functions in hospi­
tal emergency departments. Midwives also play a 
significant role in maternity care. In Australia, 
most experience in substitution has occurred in 
areas that are less likely to attract medical practi­
tioners (for example rural areas, aged care, serv­
ices for Aboriginal people and Torres Strait 
Islanders) and hence substitution strategies have 
not caused conflict with the medical profession.
Opportunities for substitution would be sub­
stantially greater if nurses had independent pre­
scribing rights (either for a limited range of drugs, 
or according to specific protocols). The extent to 
which nurses should have independent prescrib­
ing and practice rights is thus a critical issue for 
determining the future role of the nurse. It is also 
likely to be a contentious one, attracting opposi­
tion from the medical profession, as did the 
transfer of nursing education to universities in the 
1980s.25
Potential impacts on the medical 
workforce
Changes in the role of nurses will have impacts on 
other professions, particularly medical practition­
ers. A critical issue in medical workforce planning 
thus relates to the future role and place of the 
medical profession. As argued above, there can be 
considerable overlap in the roles of nurses and 
medical practitioners in primary care and in 
major hospitals. Given the difficulty of attracting 
medical practitioners to rural areas, a nurse-led 
strategy would seem to form a key part of 
addressing rural medical workforce shortages. 
Similar strategies could also be applied in metro­
politan areas.
There are also potential overlaps in some areas 
of the specialist workforce. For example, in the 
United States, nurse anaesthetists play a signifi­
cant role in the provision of anaesthetic services, 
complementing and substituting for medically 
qualified anaesthetists. In the US and the United 
Kingdom, podiatric surgeons undertake some 
orthopaedic surgery which in Australia tends to 
be the preserve of orthopaedic surgeons. These 
issues of substitution and role clarification are 
going to become increasingly important as the 
cost of educating nurses, podiatrists, and others is 
substantially less than educating medical practi­
tioners, as are their average earnings. It may be 
more cost-effective for there to be wider use of 
alternative personnel in provision of health care, 
subject to ensuring that the time taken to perform 
similar tasks is around the same and that the 
quality of care is not affected. In the long run, 
however, wage creep might change the salary 
relativities. Identifying what is the unique role of 
medical practitioners then becomes an important 
issue for policy.
Substitution and skill transfer
Although there is currently a perceived shortage 
of nurses, an expanded role for nurses could 
assist in retaining nurses in the workforce or











attracting new entrants seeking better career pros­
pects. A small shift of nurses to performing new 
roles would yield a substantial increase in the 
supply of services previously provided by other 
professionals such as medical practitioners. But 
substitution strategies are not only relevant in the 
technically advanced component of a profes­
sional’s role. As professional roles at the high end 
are accreted, substitution of less cognitively dense 
tasks should also be considered. This will require 
changes in the roles of a number of professions, 
for example substitution between registered 
nurses and enrolled nurses or nursing assistants, 
and between allied health professionals and allied 
health assistants or multiskilled workers (see the 
Box).
The health sector is at a critical juncture, 
requiring a major rethink of the way its workforce 
is organised. Significant shortages are foreshad­
owed in nursing, the largest of the health profes­
sions. Changes in the organisation of medical 
work in hospitals, and the reduction in average 
hours worked for medical practitioners, also pres­
age further workforce change. Calls for workforce 
redesign are often made in the context of a 
perceived workforce shortage. However, as 
argued above, roles within the health sector are in 
transition, and static role and productivity 
assumptions are thus not reasonable.
The health workforce is an input into provision 
of health services, and therefore health workforce 
planning should not simply be concerned with 
planning the numbers required in each profession 
(based on assumptions of continuation of current 
roles and current productivity patterns) but, 
rather, should focus on planning the provision of
professionals with the mix of skills necessary to 
ensure adequate provision of services. Further, 
expanding intakes into health professional 
courses will not be sufficient to meet the emerg­
ing needs. New roles and new patterns of work­
ing will be required, but at present the health 
sector does not have the right structures to 
facilitate a rethink of workforce roles, let alone 
implement them.
Workforce substitution may involve conflict 
between the health professions. The interests of 
the professions are not coincident because substi­
tution affects the professions differentially. Nurs­
ing staff may substitute for medical staff in rural 
communities; similarly, substitution can also 
occur in major teaching hospitals where nursing 
staff could appropriately substitute for some med­
ical staff in intensive care units, cancer treatment, 
emergency departments, and patient admissions. 
In some states, hospital funding design militates 
against such substitution, for example by provid­
ing a significant subsidy for employing hospital- 
based registrars. There are similar possibilities for 
substitution of allied health for nursing staff (and 
vice versa) and other non-medical disciplines for 
medical practitioners.26
Required changes in educational 
preparation
Epidem iological, technological and social 
changes have led to increasing challenge to the 
monodisciplinarity of health workforce prepara­
tion. The challenge has been global, with calls for 
reform to health professional education in most 
countries. Health sector reports have decried the 
inadequacies of existing educational preparation, 
with particular emphasis on the need to restruc­
ture education to provide a greater emphasis on 
teamwork and interprofessional issues.27 There 
have also been calls to facilitate career transition 
and the development of clearer, articulated career 
ladders.28
Educational preparation for the health work­
force has not kept pace with changes in the 
environment. Although education of health pro­
fessions has been by no means static, new needs
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have typically led to development of niche profes­
sions rather than reorganising professional 
boundaries to meet new needs.
Reform to promote teamwork, interprofes­
sional ways of working, and flexibility in the 
workforce has been recommended by many 
reviews. The educational sector response has 
principally been to make marginal adjustments to 
the existing monodisciplinary frame of educa­
tional preparation: existing single profession edu­
cational program s have been ad justed  to 
incorporate more multidisciplinary activities. 
These activities have been of a number of kinds, 
including shared lectures, shared small group 
activities and shared clinical placements. Shared 
lectures are efficient and may provide a common 
base of knowledge across professions. However, 
shared lectures represent a model of “learning 
alongside” rather than “learning together” so may 
not have an enduring impact in terms of improv­
ing interprofessional work post-graduation. In 
contrast, shared clinical placements can provide 
very powerful formative experiences,29 but the 
challenges are still great.30
Although there is voluminous literature on 
interprofessional education programs,31'38 its 
methodological quality is poor and does not lead 
to any solid conclusions about its impact on 
professional practice or health care outcomes.39'41
Despite implementation of interprofessional 
education and teamwork development strategies 
in a number of educational institutions, there 
have been a number of calls for more fundamen­
tal reform to educational preparation42,43 and 
subsequent analysis of the issues associated with 
major changes to workforce roles.44 In the United 
Kingdom, the Schofield report on the future of 
the health workforce presented an articulate case 
for the creation of a multiskilled health worker 
with a range of competencies45,46 That report 
identified a number of weaknesses of the existing 
m onodisciplinary training, including forcing 
early career choice, and weaknesses in under­
standing the roles of other groups. In the work­
place, the existing professional structures were 
seen to lead to inflexibility in staff deployment; 
lack of clarity of roles and thus reduced accounta­
bility; and increased time spent in coordination of 
care. The report proposed increased use of multi­
skilled health workers with a range of competen­
cies. In acute care, for example, the Schofield 
multiskilled worker would have a role including:
■ the current nursing workload;
■ prescribing and dispensing in line with treat­
ment guidelines;
•  the majority of the current physiotherapy, occu­
pational therapy, and speech and language 
therapy workloads; and
■ making decisions to admit and discharge in line 
with treatment guidelines.45
Possibly in response to that challenge, the NHS 
M odernisation Agency has em barked on a 
number of projects to develop multiskilled health 
workers (see, for example, http://www.kingston- 
hospital.nhs.uk/jobs/hcp.htm). Nearly all coun­
tries have skill-mix imbalances47 and changing 
skill-mix projects are being increasingly reported 
in both developed and developing countries.48
Within Australia, the most recent government 
statement on workforce reform was issued by the 
Australian Health Ministers’ Conference in April 
2004 in the form of Australia’s first “National 
Health Workforce Strategic Fram ework”(see 
http://www.health.nsw.gov.au/amwac/pdf/NHW_ 
stratfwork_AHMC_2004.pdf). The framework, to 
set directions for the next decade, recognised that 
realignment of existing workforce roles or the 
creation of new roles may be necessary. The 
framework endorsed a range of strategic direc­
tions including:
a The need to “develop models that enable artic­
ulated, multiple career pathways” (p. 17); 
a “Continue to develop new and innovative ways 
to deliver health education and training, which 
facilitates accelerated entry to the workforce 
and flexible delivery of clinical training” (p. 
17);
a Develop workplace, professional and education 
and training practices that facilitate team 
approach and multidisciplinary care.
Menadue, who conducted reviews of both the 
New South Wales and South Australian health 
systems in the last 5 years, has concluded that 
“the structure of the workforce is more appropri­
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ate to the needs of the 19th century than the 21st 
century” (p. 187).49 Brooks has also argued for 
the development of multiskilled workers in Aus­
tralia.26
The nature of the relationships between profes­
sionals within the health sector has been evolv­
ing, and has the potential to lead to further 
changes in the way in which professionals work 
and the nature of their roles. As the knowledge 
base of non-medical professionals increases, the 
relationships between these professionals and 
medical practitioners is becoming less subservi­
ent, moving from one where the relationship 
could be described as a treatment-prescribing 
relationship, to a collegial one.50 In turn, the role 
of non-medical personnel is also changing from 
one where the non-medical professional had a 
treatment-performing role to one where they have 
a treatment-prescribing relationship with other 
health personnel. This changed relationship will 
impact on the productivity of non-medical pro­
fessionals. As they move away from performing 
“hands on” treatment to prescribing and directing 
others, the number of patients or clients they can 
manage will increase.
There are obvious consequences of these 
changed relationships for educational providers. 
Inherent in a treatment-prescribing relationship is 
a monitoring and evaluation role, underlining the 
importance of evaluation and research skills in 
the educational preparation of health profession­
als. Similarly the development of a collegial rela­
tionship emphasises the importance of teamwork 
and interpersonal skills in the professional’s edu­
cational preparation. A supervisory relationship 
with other health personnel also emphasises the 
importance of development of leadership skills, 
even for newly graduated professionals.
The changes in productivity arising from these 
changed relationships impact on the number of 
professionals required and impact on workforce 
requirements. Changing the nature of the tasks 
which can be delegated to other health personnel 
also changes the nature of the role. In light of 
anecdotal evidence that non-medical health pro­
fessionals are bored with their current range of 
tasks, reducing the treatment-performing compo­
nent of the job may lead to increased job satisfac­
tion and improved retention.
Options for new roles
This paper has already identified a number of 
options for new roles within the Australian health 
workforce, generally involving cascading task 
substitution, with nurses and other health profes­
sionals undertaking roles previously provided by 
medical specialists. Nurses and other health pro­
fessionals can also undertake the roles provided 
by junior doctors in training, thus helping to 
reduce the unhealthy hours of work that still 
characterise m uch of medical training.
New roles can also be developed at the less 
cognitively complex end of the task hierarchy. 
Mention has already been made of registered 
nurse/enrolled nurse substitution. There is also 
the potential for increased roles for allied health 
assistants and a change in the ratio of professional 
to para-professional providers of care. Expanded 
use of allied health assistants could reduce 
demand for allied health professionals, although 
ageing of the population and emerging new roles 
would suggest strong demand for these profes­
sions into the future. Development of expanded 
allied health assistant roles would require health 
agencies to identify precisely the tasks to be 
performed by allied health assistants and the 
nature of their supervision. It would require 
health agencies to provide (or purchase) training 
for the new roles.
However, these new roles will not address 
issues of interprofessional work or those associ­
ated with an ageing population who experience 
more multisystem disease and require greater 
levels of care coordination. There are two main 
alternatives (which are not mutually exclusive) 
for addressing interprofessional work.
The first is to develop multitasking roles using 
experienced practitioners. Such multitasking 
could, for example, focus on assessment func­
tions where a single practitioner (be they nurse or 
allied health professional) undertakes a compre­
hensive assessment of a client’s needs on behalf of 
all members of the care team. In this model the
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advanced practitioner would then identify spe­
cific roles for each of the other team members. 
Such a role would require the advanced practi­
tioner to have a comprehensive knowledge of the 
skills base of each of the other members of the 
health care team and, concomitantly, would 
require the other members of the team to trust the 
advanced practitioner that they were identifying 
the range of issues normally the preserve of the 
individual specialist practitioner. An assessment 
role of this kind would reduce the number of 
professionals interacting with clients and, if they 
had a continuing primary practitioner role, could 
improve care continuity. Fulfilment of such a role 
would be facilitated by agreement of common 
assessment protocols, possibly with ICT support.
An alternative approach would be to see the 
development of a new degree-level program to 
prepare a multiskilled health worker who would: 
m have a strong science foundation; 
m be registrable as an enrolled nurse;
« have a skill base drawing on functions cur­
rently performed by a range of allied health 
professionals including occupational therapists, 
physiotherapists and podiatrists.
Under this model a new degree should be 
introduced to incorporate common preparation 
in foundation sciences (eg, physiology, anatomy, 
hum an behaviour) and in a generic foundation 
skill set in assessing basic hum an physical func­
tion (including measuring physiological signs). 
Students should build on this so that by their 
third semester they will have met the compe­
tency requirem ents for registration as an 
enrolled nurse.
New educational strategies
The basic, common skill set for professional 
health workers in Australia should be at this level. 
Enrolled nurses have physical assessment skills, 
and some treatment skills (including provision of 
medication). These skills provide a very useful 
underpinning for a broad range of professions 
and will ensure that health professionals have a 
common language and understanding of diseases, 
disease processes and treatment options. Gradu­
ates from these programs could also provide the 
core nursing workforce in many health settings.
The three-semester foundation module would 
provide a platform for advanced training in a 
range of areas. It is expected that the largest 
advanced program to be offered would be to 
develop “rehabilitation therapists”. The graduates 
from this stream would have competencies across 
a broad range of the rehabilitation professions 
including, for example, patient mobilisation 
skills. Additional fundamental sciences may also 
be provided in this program (eg, in anatomy) to 
ensure a sound theoretical basis for practice. 
Although graduates of the program would not be 
registrable in any additional health profession 
(such as physiotherapy), they would have the 
skills to provide therapy under the direction of 
other health professionals. They should also be 
able to practise with remote videoconference 
supervision in small rural centres. This type of 
multiskilled worker would also be particularly 
relevant in home-based programs, reducing the 
number of separate professionals required to pro­
vide care in domiciliary settings.
Lateral entry
Graduate entry (masters qualification) is required 
for speech pathology in North America, and is 
being phased in over the next 5 years for physio­
therapy and occupational therapy in the US and 
Canada. A number of universities in Australia 
already provide graduate entry masters programs 
for a number of the health professions, and an 
increased emphasis on graduate preparation for 
the health professions in Australia is probably 
inevitable.
The new workforce model should involve a 
major expansion of graduate entry programs for 
health professional education, with phasing out 
of undergraduate preparation for most health 
professions (other than nursing) in favour of 
preparing graduates for these preferences through 
intensive 2-year graduate entry masters programs. 
As well as being consistent with North American 
developments for the professions, the 2-year mas­
ters program responds to calls for shorter educa­
tional programs for professions to facilitate career
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mobility, career advancement and retraining 
through a career.
Downsides of graduate entry programs are the 
increased length of the programs and their cost to 
students. The multiskilled worker program as 
outlined above could be developed as an acceler­
ated program with use of summer semesters. In 
this way the undergraduate and masters program 
may be able to be completed in 4 years, thus not 
requiring an increase in the overall time taken to 
graduate as a therapist in the traditional disci­
plines. With early recognition as enrolled nurses, 
students would be able to increase their earning 
capacity during their study. Coupled with the 
wider availability of income-contingent loans for 
postgraduate study, this will mitigate any adverse 
equity consequences of a greater emphasis on 
graduate-entry, full-fee preparation for the profes­
sions.
Conclusion
Preparation of the health workforce in Australia 
requires radical transformation. The changes in 
the health workplace have not led to a fundamen­
tal rethink of the way in which professionals 
ought to be prepared for this environment.
Transformation of the health workforce will not 
be easy. Despite regular calls for reconfiguration 
of roles, such changes will disrupt current power 
and status hierarchies in the health sector and so 
will be challenged from the perspective of profes­
sional self-interest, advocating “social closure” of 
professional roles.51 The counter-position, of 
improved efficiency in health services, will thus 
need to be continually emphasised to ensure that 
the benefits of reform are highlighted.
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